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ABSTRACT 
Rationale: It cannot be denied that there has been improvement in demographic 
representation in South Africa since the implementation of the Employment Equity 
Act 55 of 1998. Whilst there may still be room for improvement, especially on 
employer attitudes towards the implementation of employment equity, improved 
representation of the Previously Disadvantaged Groups has evidently appreciated, 
however, marginally. 
Research purpose: This study sought to explore stakeholder perceptions as to why 
Engcobo Local Municipality had not successfully implemented the Employment 
Equity Act.   
Research design, approach and method: This exploratory study was conducted at 
Engcobo Local Municipality on Councillors, Managers, Key Employees and 
representatives of Organised Labour.  
Main findings:  
a) Engcobo Local Municipality was found not to have complied with various aspects 
of the Employment Equity Act; 
b) Respondents mainly believed that failure to implement the Employment Equity 
Act by Engcobo Local Municipality was due to lack of capacity on the part of the 
municipality‟s stakeholders;  
c) Different countries followed different models in the implementation of their 
Employment Equity, depending on the peculiarity of their circumstances; and 
d) The most appropriate change management model on which the implementation 
of the South African Employment Equity is modelled is Hayes‟ Generic Change 
Management Model. 
 
Managerial implications: Future research may be that the municipality can benefit 
from the recommendations made by the respondents with regard to what they 
believe needs to be done to remedy the situation. Some of the suggestions include 
the intensification of communication, establishment consultative structures to 
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facilitate communication and the capacitation of stakeholders to ensure that they 
understand their responsibilities regarding the implementation of the Employment 
Equity Act. 
 
Contribution: The contribution of the research is supporting the current knowledge 
base of stakeholders towards the implementation of the Employment Equity Act. 
Proactive implementation measures should be taken to ensure that people who 
should benefit from the implementation of the Act are not disadvantaged by the 
municipality‟s failure to implement the Act. The introduction of the alignment with 
human resource management practices that complement the implementation of 
Employment Equity, could overcome the barriers currently being experienced in the 
effective implementation of the Employment Equity Act. 
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COSATU Congress of South African Trade Unions 
EEA  Employment Equity Act 
EEP  Employment Equity Plan 
IDP  Integrated Development Plan  
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GLOSSARY OF TERMS AND DEFINITIONS 
TERM MEANING 
Act The Employment Equity Act 55, 1998 
Affirmative Action 
Is a deliberate and sustainable interim strategy 
aimed at enhancing the abilities and capacity of 
disadvantaged groups to enable them to compete 
on an equal footing with those who benefitted from 
the apartheid system (Employment Equity Act, 
1998) 
Apartheid An Afrikaans word meaning „segregation‟ 
Black Africans, Coloureds and Indians. 
Designated Employer 
A person who employs fifty (50) or more 
employees, or has a total annual turnover of R2m 
or more, municipalities, organs of state but 
excluding National Defence Force, National 
Intelligence Agency and the South African secret 
Service, and an employer bound by collective 
agreement . 
Designated Senior Manager 
A senior manager assigned by the employer to take 
full responsibility of the development, 
implementation and monitoring of the employment 
equity plan. 
Designated Groups Women, Black people and People with Disabilities. 
EEA Employment Equity Act 
EEF Employment Equity Forum 
Non-designated groups 
White males who are regarded in terms of the Act 
as previously advantaged benefitted from the 
apartheid system. 
Previously Disadvantaged 
People 
Women, Black and People with Disabilities 
People with Disabilities 
People who have a long term or recurring physical 
or mental impairment which substantially limits their 
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TERM MEANING 
prospects of entry into, or advancement in 
employment. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 viii 
 
TABLE OF CONTENTS 
ACKNOWLEDGEMENTS ...................................................................................................... i 
DECLARATION .....................................................................................................................ii 
ABSTRACT ........................................................................................................................... iii 
LIST OF ACRONYMS ........................................................................................................... v 
GLOSSARY OF TERMS AND DEFINITIONS ....................................................................... vi 
CHAPTER ONE: INTRODUCTION ....................................................................................... 1 
1.1 BACKGROUND TO THE STUDY ............................................................................... 1 
1.2 SETTING OF THE STUDY ......................................................................................... 2 
1.3 THE PURPOSE OF THE STUDY ............................................................................... 3 
1.4 OBJECTIVES OF THE STUDY .................................................................................. 3 
1.5 THE RESEARCH QUESTIONS.................................................................................. 4 
1.6 RESEARCH METHOD ............................................................................................... 4 
1.7 STRUCTURE OF THE TREATISE ............................................................................. 5 
CHAPTER TWO: LITERATURE REVIEW ............................................................................. 7 
2.1 AN INTRODUCTORY OVERVIEW ............................................................................. 7 
2.2 AFFIRMATIVE ACTION MEASURES TO ACHIEVE EQUITY .................................... 8 
2.3 INTERNATIONAL PERSPECTIVE ........................................................................... 12 
2.3.1 Affirmative Action in Canada ................................................................................. 12 
2.3.2 Affirmative Action in the United States of America (USA) ...................................... 16 
2.3.3 Affirmative Action in India ...................................................................................... 19 
2.3.4 Summary.................................................................................................................... 20 
2.4 EMPLOYMENT EQUITY AS A CHANGE INTERVENTION ...................................... 22 
2.5 LINKING EMPLOYMENT EQUITY CHANGE INTERVENTION WITH CHANGE 
MODELS ............................................................................................................................. 23 
2.6 CONCLUSION ......................................................................................................... 40 
CHAPTER THREE: RESEARCH METHOD ........................................................................ 42 
3.1 INTRODUCTION ...................................................................................................... 42 
3.2 Research Strategy .................................................................................................... 43 
 ix 
 
3.3 RESEARCH METHOD AND PROCEDURE ............................................................. 47 
3.3.1 Phase 1 ................................................................................................................ 47 
3.3.2.1 Population and Sample selection ...................................................................... 48 
3.3.2.2 Research instrument ......................................................................................... 53 
3.3.2.3 Data collection ................................................................................................... 53 
3.3.2.4 Data analysis ..................................................................................................... 54 
3.3.2.5 Ethical considerations........................................................................................ 55 
3.3.2.6 Short-comings and sources of error ................................................................... 55 
CHAPTER FOUR: RESULTS AND DISCUSSION .............................................................. 57 
4.1 INTRODUCTION ...................................................................................................... 57 
4.1.1 Phase 1: Data Presentation and Analysis from the Diagnostic Investigation ......... 57 
a) Designated Senior Manager/s ...................................................................................... 62 
b) Employment Equity Interventions ................................................................................. 62 
c) Duty to Keep Records .................................................................................................. 64 
4.1.1 Phase 2: Data Presentation and Analysis from the In-depth Interview Guide ........ 64 
4.1.1.1 Respondents‟ Characteristics ............................................................................ 65 
4.1.1.2 Question Analysis .............................................................................................. 66 
4.2 SUMMARY ............................................................................................................... 71 
CHAPTER FIVE: MAIN FINDINGS, CONCLUSIONS AND RECOMMENDATIONS ......... 72 
5.1 Introduction .............................................................................................................. 72 
5.2 Findings.................................................................................................................... 72 
5.2.1 Perspective 1: Findings from the Pre-Study Investigation (Status Quo) ................ 72 
5.2.2 Perspective 2: Findings from the Reviewed Literature .......................................... 73 
5.2.3 Perspective 3: Findings from the Empirical Study ................................................. 74 
a) Theme 1:  Municipal stakeholders are incompetent .................................................. 74 
b) Theme 2:  Municipal stakeholders are either lax or irresponsible .............................. 75 
c) Theme 3:  Capacitate stakeholder ............................................................................ 75 
d) Theme 4:  Take punitive action against responsible persons .................................... 75 
 x 
 
5.2.4 Evaluation of the Study Assumptions .................................................................... 76 
5.3 Conclusions and Recommendations ........................................................................ 76 
5.4 Significance of the study ........................................................................................... 77 
Annexure 1: Engcobo Employment Equity Status Investigation Framework ................... 85 
Annexure 2: Interview Guide ............................................................................................... 92 
ANNEXURE 3: SUMMATION OF RESPONSES ............................................................... 103 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 xi 
 
TABLES AND FIGURES 
TABLE 2.1: AN OUTLINE OF THE BALANCED SCORE CARD PERSPECTIVES ............... 39 
TABLE 3.1: THE POPULATION BY MAJOR CATEGORIES AND GENDER .......................... 51 
TABLE 3.2: POPULATION AND SAMPLE BREAKDOWN ......................................................... 52 
TABLE 4.1: DISTRIBUTION OF RESPONDENTS PER OCCUPATION AND GENDER ...... 65 
  
Figure 1.1: Map Depicting Engcobo Municipality Location ............................................................ 2 
Figure 3.1: The Research Strategy ................................................................................................. 44 
Figure 3.2: A Comparison of Hayes Model with the Employment Equity Act Process............ 46 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 1 
 
CHAPTER ONE: INTRODUCTION 
1.1 BACKGROUND TO THE STUDY 
The Employment Equity Act No. 55 (1998) was established among others to 
recognise that as a result of apartheid and other discriminatory practices, there are 
discrepancies in employment, occupation and income within the national labour 
market and that these disparities create such pronounced disadvantages for certain 
categories of people that they cannot be simply redressed by repealing 
discriminatory laws. In order to promote the constitutional right of equality and the 
exercise of true democracy, eliminate unfair discrimination in employment, ensure 
the implementation of Employment Equity to redress the effects of discrimination, 
achieve a diverse workforce broadly representative of the people of South Africa, 
promote economic development and efficiency in the workforce and give effect to the 
obligations of the country as a member of the International Labour Organisation, the 
implementation of Employment Equity cannot only focus on workforce numbers and 
racial representation but Employment Equity programmes must also seek to address 
behavioural and attitudinal gaps which continue to draw barriers between the 
peoples of South Africa. 
It is as a result of the latter contention that successful implementation of Employment 
Equity in organisations cannot only focus on quantitative targets, where only 
numerical representation is considered, but must also deal with the qualitative 
problems that provide a basis for continued marginalisation of the previously 
disadvantaged persons. Employment Equity change has to go deeper than just 
balancing workforce figures. It has to permeate everything the organisation does. If 
anyone is truly to change and make effective Employment Equity a reality, the 
organisation‟s culture has to change.  
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1.2 SETTING OF THE STUDY 
 
Engcobo Local Municipality is a Category B Municipality, established on  the 05 
December 2000 in terms of the Provincial Proclamation 80 of the 27 September 
2000. It is an amalgamation of the former town of Ngcobo and its surrounding rural 
areas. Prior to December 2000 the rural areas of Engcobo municipality were 
administered differently from the urban areas through the Transitional 
Representative Councils. The following map depicts the location of Engcobo Local 
Municipality within the Chris Hani District. 
 
Figure 1.1: Map Depicting Engcobo Municipality Location 
KSD 
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It is bordered by the municipalities of Sakhisizwe, Intsika Yethu and King Sabata 
Dalinyebo as depicted in Figure 1 above. The population is largely rural with a 
minority of urbanites who live in Engcobo town and the peripheral urban nodes of All 
Saints and Clarkebury. The settlement pattern is dispersed with small villages due to 
the mountainous and tree covered terrain. 
Due to historical factors the land use is predominantly subsistence agriculture with a 
communal land tenure system. Private land ownership occurs in the urban centre of 
Engcobo. 
1.3   THE PURPOSE OF THE STUDY 
The purpose of this study was firstly, to determine the status of the implementation of 
the Employment Equity Act at the Engcobo municipality. Secondly, guided by Hayes‟ 
generic process model of change, the researcher explored and described the 
stakeholder perceptions as to why the Employment Equity Act has not been fully 
implemented at the Engcobo Local Municipality. Finally, the researcher generated 
recommendations from the various stakeholders and the literature to assist in turning 
the situation around. 
1.4 OBJECTIVES OF THE STUDY  
Phase 1  
1.4.1 To determine the status of the implementation of the Employment Equity Act 
at Engcobo Local Municipality.  
Phase 2  
1.4.2 Guided by Hayes‟ generic process model of change, phase 2 explored and 
described the stakeholder perceptions as to why the Employment Equity Act 
has not been fully implemented at Engcobo Local Municipality. Motivation for 
the preference of Hayes‟ Model is discussed in more detail in Chapter Three 
of this document. 
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1.5 THE RESEARCH QUESTIONS 
In the light of the foregoing discussion, the following research questions were 
formulated: 
a. What is the current status of the implementation of the Employment Equity Act 
at the Engcobo Local Municipality? 
b. What are the stakeholder perceptions as to why the Employment Equity Act 
has not been fully implemented at Engcobo Local Municipality? 
c. What are the barriers that hinder the full implementation of the Employment 
Equity Act? 
d. What are the mechanisms that the municipality can employ to turn the 
situation around? 
1.6 RESEARCH METHOD 
Against the background of the discussion on the implementation of the Employment 
Equity Act and the consequential pressure which it puts on Engcobo Local 
Municipality to examine its own status in the implementation of the Employment 
Equity Act, the purpose of the research, the research questions, a preview of the 
research approach and procedure are dealt with in this section of the study. Chapter 
Three of this study is devoted to the research method and also deals with the 
problem statement in more detail. 
The researcher followed a qualitative approach where a combination of focus groups 
and individual respondents were interviewed to canvas the opinions of such 
stakeholders as Councillors, employee representatives, Management and 
employees who occupy such key positions as Skills Development Facilitators, 
Employment Equity Practitioners, Employee Relations Practitioners, etc. Gender 
classification was used in demographics to facilitate a process of comparing male 
and female perceptions.  
 
The researcher undertook to protect the identity of the respondents to ensure that 
they felt comfortable providing the required information. While feedback was 
 5 
 
recorded (written) during the interviews, respondents expressed discomfort at being 
voice-recorded. This is further exacerbated by the fact the municipality‟s Committee 
Section, which is responsible for Council secretarial functions, is under-staffed.   This 
expressed wish not to be voice-recorded was honoured and as such no voice 
recording was done during the study. The Municipal Manager expressed happiness 
and reassured the researcher, of his support throughout the research process.  
1.7 STRUCTURE OF THE TREATISE 
Chapter One of this study is devoted to the introduction and orientation and captures 
the background, the discussion of the problem statement and the purpose of the 
study. A preview of the study research method is provided without delving into the 
topic. Chapter Three of the study is devoted to this purpose. In discussing the setting 
of Engcobo Local Municipality, its physical location is depicted in a map, its 
population described and settlement patterns briefly explained.  
Chapter Two deals with Literature review and specifically examines Employment 
Equity in South Africa as provided for by the Employment Equity Act, 55 of 1998. 
The chapter commences with outlining an overview of the legislative environment 
within which Employment Equity in South Africa is practiced. The premise of the 
legislation is presented and views relating to it are discussed. In this chapter, various 
definitions and experiences of Employment Equity are discussed and their 
implications for Engcobo Local Municipality considered.  
As Chapter Two plays out, various Affirmative Action measures to achieve 
Employment Equity and opinions are examined and their benefits discussed as 
offered by various authors. Finally, the researcher draws from the experiences of 
three countries, namely, Canada, the United States of America and India. Whilst it is 
not the researcher‟s intention to draw a parallel between South Africa and these 
countries, drawing on their experience does broaden the perspective of the 
researcher on the subject. Any comparison therefore, in this study, should be viewed 
as coincidental. Employment Equity as a change intervention is also dealt with in 
Chapter Two. It is linked with various change models with specific emphasis on 
Hayes‟ Generic change model. 
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The research method is discussed in Chapter Three. This chapter commences with 
the overall research approach and discusses the study‟s research objectives, 
assumptions which underpin the study, the research method and procedure. This 
preliminary section of the study is divided into four steps. Step 1 deals with the 
preliminary understanding that explores the current status in the implementation of 
the Employment Equity Act at Engcobo Local Municipality. This step involves a 
preliminary investigation of the implementation of the Act by the municipality. The 
purpose of the investigation was to determine the Employment Equity 
implementation status of Engcobo Local Municipality, with a view to refining the 
study‟s research questions and the research method.  The results of this preliminary 
investigation are presented with the rest of the results in Chapter Four and discussed 
in depth in Chapter Five of this study. Step 2 of the framework deals with designing 
the method and instruments to be used in the survey of the respondents‟ opinions on 
why Engcobo Local Municipality had not fully implemented the Employment Equity 
Act. Step 3 deals with the actual investigation of the respondents‟ opinions on why 
Engcobo Local Municipality had not fully implemented the Employment Act. The 
fourth and final step in this study continues where the researcher analyses the 
gathered data, draws conclusions, makes recommendations and gives direction to 
future research. The overall research strategy is discussed in this chapter and entails 
the step-by-step process followed in this study. The sampling approach and 
procedure followed is discussed in detail followed by a discussion of the data 
collection tools and analysis of the data. The chapter finally deals with the research 
instrument, data analysis, ethical issues and short-comings; and general safeguards 
to the respondents to highlight such issues as consent, confidentiality, dealing with 
sensitive corporate information.  
Chapter Four focuses on the presentation, interpretation and discussion of the 
research results. 
Chapter Five contains the summary of the discussion, conclusions and 
recommendations. The focus in the discussion is on attempting to answer the 
research questions. Attention is paid to significant findings and implications for 
stakeholders in Engcobo Local Municipality.  
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CHAPTER TWO: LITERATURE REVIEW 
 
2.1 AN INTRODUCTORY OVERVIEW 
 
The apartheid era in South Africa, prior to the 1994 elections created inequalities and 
discrimination among South Africans through racial classification. Apartheid is an 
Afrikaans word meaning „segregation‟. Africans in particular, were subjected to 
education that was inferior to that of Indians, Coloureds and Whites. Apartheid was 
entrenched through the discriminatory legal systems of the pre-1994 South Africa. 
This resulted in Black South Africans being excluded from positions of power and 
only allowed to occupy mainly low level positions in both the public and the private 
sectors (Leonard, 2005).  
 
Black South Africans were marginalised economically both at the macro as well as at 
micro levels resulting in them being underdeveloped and underutilised in the skilled, 
technical and managerial fields (Mkhwanazi, 1993). The new regime that took over in 
1994 focused its efforts inter alia on changing discriminatory laws and practices to 
comply with the new Constitution. The new Government enacted inter alia such laws 
as the Employment Equity Act, 55 of 1998 to enforce the representation of previously 
disadvantaged people in all levels within organisations.  
 
Those persons whom the Act sought to emancipate were referred to as the 
Previously Disadvantaged and included Blacks, women and people with disabilities. 
The term „Blacks‟ is defined in the Act as referring to Africans, Coloureds and Indians 
and recently according to Nevin (2008), also includes South African-born Chinese 
people. Bendix (2007) however argues that a problem exists with these designated 
groups because South Africa‟s demographics have been artificially created by the 
then influx control legislation where people of different races were restricted to 
certain areas, resulting in overrepresentation in those areas. 
 
Employment Equity as defined by Bendix (2010) is the employment of individuals in 
a fair and non-biased manner. Employment Equity seeks to address, among others, 
the problem of under-utilisation of Designated Groups (Blakely & Harvey, 1988), 
create a more equitable workplace, promote equal opportunity through elimination of 
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unfair discrimination and implementation of Affirmative Action measures meant to 
redress disadvantages experienced by Blacks, women and people with disabilities 
(Jongens, 2006). Referring to the Canadian experience, underutilisation is, as stated 
by Blakely and Harvey (1988), a result of explicit or systematic discrimination by 
providers of advanced education, housing and employment. These institutions 
withheld opportunities for economic and social advancement to Designated Groups 
thus underutilising their capabilities (Blakely & Harvey, 1988). 
 
Blakely and Harvey (1988) described underutilisation as the failure of providers of 
opportunities to reward the knowledge, skills and abilities of Designated Group 
members. Previous failures seriously impaired the Previously Disadvantaged 
persons‟ ability to accumulate specific knowledge, skills and experience.  Designated 
Groups in South Africa and in terms of the Employment Equity Regulations, R480 
(2006) refer to people with disabilities, women and Black people (Africans, 
Coloureds and Indians). They must have been natural persons and citizens of the 
Republic of South Africa by birth, descent or naturalisation before the 
commencement date of the Constitution of the Republic of South Africa Act of 1993.  
 
South African Employment Equity addresses the problem of underutilisation by 
ensuring that people with disabilities, women, and Black people are equally utilised 
and represented in the workforce of Designated Employers. A Designated Employer 
in terms of the Employment Equity Act (1998) is an employer who has a staff 
complement of fifty (50) or more or has a total annual turnover of R2m or more, 
municipalities and organs of state and an employer bound by a collective agreement 
in terms of Section 23 or 31 of the Labour Relations Act 66 (1995) which appoints it 
as a Designated Employer in terms of the Employment Equity Act to the extent 
provided for in the agreement. This provision excludes the National Defence Force, 
National Intelligence Agency and the South African Secret Service. 
 
2.2 AFFIRMATIVE ACTION MEASURES TO ACHIEVE EQUITY 
 
The Employment Equity Act, 55 of 1998 provides for the implementation of 
Affirmative Action to redress inequalities of the past which disadvantaged Blacks, 
women and people with disabilities. The purpose of Affirmative Action as an 
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Employment Equity intervention is to correct injustices of the past by enabling all 
South Africans to gain equal access to opportunities from which they were previously 
deprived (Thomas, 1996). 
Affirmative Action is defined by Mkhwanazi (1993) as a deliberate and sustainable 
interim strategy aimed at enhancing the abilities and capacity of disadvantaged 
groups to enable them to compete on an equal footing with those who benefitted 
from the apartheid system (Mkhwanazi, 1993). Jongens (2006) describes Affirmative 
Action as the process followed in compensating one group for previous 
discrimination through giving it preferential treatment over other groups in selection 
and training procedures.  
 
Jongens (2006) asserts that Employment Equity and Affirmative Action are two 
aspects of the greater process of transformation. Transformation as defined by 
(Jongens, 2006) is the process whereby an institution actively promotes and 
engages in steps that lead to a working environment where there is no discrimination 
and all employees can enjoy equal opportunities. Managers and Employees, he 
contends, have to recognise the fact that there is diversity in this country, therefore 
for the Employment Equity and Affirmative Action to be realised they should 
understand and learn how to work with this diversity (Jongens, 2006).   
 
Designated Employers are obliged in terms of the Employment Equity Act 55 of 1998 
to implement Affirmative Action measures in order to achieve Employment Equity. 
Affirmative Action measures are in terms of the Act measures designed to ensure 
that people from the Designated Groups who are suitably qualified for the job have 
equal employment opportunities and are equitably represented in all occupational 
categories and levels in the workforce of a Designated Employer. Suitably qualified 
refers, in terms of the Employment Equity Act, to a person who possesses any or a 
combination of formal qualification, prior learning, and relevant experience or has a 
capacity to acquire, within a reasonable time the ability to do the job (Employment 
Equity Act, 1998).  
 
The Affirmative Action measures referred to in the Act must include identification and 
elimination of employment barriers including unfair discrimination which adversely 
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affect people from Designated Groups, furthering diversity in the workplace, making 
reasonable accommodation for people from Designated Groups ensuring that they 
enjoy equal opportunities and are equitably represented in the workforce, retaining 
and developing people in line with the Skills Development Act (Act 97 of 1998). 
These measures include preferential treatment enjoyed by people from Designated 
Groups.  
 
Leonard (2005) differentiates between two dimensions of Employment Equity Act 
that confirms that its implementation is transformational. Firstly, he argues that the 
Employment Equity Act is established to bring about lasting societal transformation. 
In order to achieve its goal of societal transformation, he adds, the Act imposes 
certain measures to be implemented by Designated Employers. These measures 
according to Thomas and Robertshaw (1999), serve as mechanisms to facilitate 
equitable representation of people from Designated Groups and an attempt to 
achieve a diverse workforce including their cultures, values, and contributions. The 
second dimension is that individuals and groups across different racial groups have 
to transform their beliefs about one another (Leonard, 2005). 
 
Leonard (2005) holds that there have been various reactions and perceptions 
regarding Affirmative Action in South African. These reactions he describes as being 
politically explosive and/or emotionally charged. De Beer and Radley (2000) suggest 
that there are a lot of people who have fears that Affirmative Action will result in them 
losing their jobs. Doyle-Bedwell (2008) asserts that because Employment Equity 
concerns employees and their jobs it needs to be fair, just and impartial. 
 
There is also a belief (Leonard, 2005) that even people that stand to benefit from 
Affirmative Action have fears that differ from those that are not benefitting. He 
asserts that they fear the labelling associated with its measures whereas those that 
feel threatened by Affirmative Action measures tend to question its political and 
ethical legitimacy. Leonard (2005) further attributes the varying reactions about 
Affirmative Action to cultural beliefs and values which were shaped during the 
apartheid era. Fear between different race groups either leads to scepticism about 
Affirmative Action or latent and covert resistance (De Beer & Radley, 2000). 
According to De Beer and Radley (2000) fears also include among others, fear of 
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revenge or retribution from non-whites, loss of standards whereas Black South 
Africans fear of being accused as sell-out, being sold out, white manipulation, 
victimisation and marginalisation.   
  
According to Leonard (2005) reactions to Affirmative Action also include varying 
degrees of resistance against the inclusion of persons of colour or persons who 
represent a different set of values. 
 
There has been a fierce debate by critics and defenders of Affirmative Action on the 
rationale for Affirmative Action policies. The critics of Affirmative Action describe it as 
a form of reverse discrimination that gives undeserved preferences to Designated 
Groups (Harris & Narayan, 1994). Employment Equity programmes in Canada, it is 
argued, have not created reverse discrimination (Burke, 1997).  
 
Research findings in research conducted by Oosthuizen and Naidoo (2010) 
indicated a general agreement from all respondents from different race groups that 
Employment Equity is a tool for Black advancement. Furthermore, research results 
revealed that reverse discrimination and racism was the main experience of non-
management employees and that victimisation, reverse discrimination and racism 
were the primary concerns for Non-Designated Groups (Oosthuizen & Naidoo, 
2010).  
 
According to Twala (2004) and Coetzee (2005) perceptions of previously 
advantaged groups is that implementation of Affirmative Action measures is equal to 
reverse discrimination and that it is also felt that people who were not part of the 
apartheid regime, for example, young White males bear the brunt of Employment 
Equity legislation. Qunta (1995), however, does not agree with the argument that 
Employment Equity is a tool for reverse racism and argues that White people cannot 
be the only group benefitting from life‟s opportunities.  Kovach, Kravitz, and Hughes 
(2004) argue that in order to promote equity and diversity without being accused of 
applying reverse discrimination, a fair, transparent and defensible programme of 
Affirmative Action should be implemented.   
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The defenders of Affirmative Action describe Affirmative Action policy as „preferential 
treatment‟ and they argue that these preferences are justified, as compensation on 
grounds of social utility (Harris & Narayan, 1994).  
 
Affirmative Action policies must be viewed as attempts to promote fairness and 
equality by affording members of marginalised and disadvantaged groups a fair 
chance to occupy significant positions for which they are suitably qualified.  
Affirmative Action attempts to target people whose potential has been suppressed as 
a result of racial discrimination, and provide them with opportunities with which they 
would not have otherwise been provided (Mosley & Capaldi, 1996).  Mosley and 
Capaldi (1996) argue that equalising opportunity and erasing effects of racial 
discrimination, past and present, should target both the overrepresentation of Blacks 
among the poor and underrepresentation of Blacks among the well off.  
In an attempt to expand the view on the implementation of Employment Equity 
and/or Affirmative Action, experience is drawn from the international arena. The 
purpose of the examination in the following section is not necessarily to compare 
how South Africa implemented its affirmative interventions compared to other 
countries but is an attempt to have a broader view of the implementation of 
Employment Equity. Three countries, Canada, the USA and India are discussed in 
no specific order of preference. 
 
2.3 INTERNATIONAL PERSPECTIVE 
2.3.1 Affirmative Action in Canada 
Canada has had Affirmative Action programmes for a long time. For example, 
returning war veterans were given preference in employment at federal government 
level (Jain, 1990).  Language based Affirmative Action programmes have existed 
since 1970s in the Province of Quebec. For example all managerial personnel and 
first line supervisors are in terms of Bill 101 required to be fluent in the French 
language (Jain, 1990). The Trudeau government spent hundreds of millions of 
dollars in the late 1960s and 70‟s in implementing the language programme on 
senior civil servants who are required to be fluent in two official languages (Jain, 
1990).   
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Affirmative Action in Canada was legislated in the Canadian Human Rights Act, 1978 
which bans individual discriminatory acts in employment and the use of 
discriminatory policies and practices on grounds of age, sex, religion, marital status, 
family status, ethnic or national origin, race, colour, disability and pardoned 
conviction (Raskin, 1994).  The Canadian Human Rights Act, 1978 allows 
organisations to develop and carry out voluntarily special programmes designed to 
eliminate or prevent or remedy disadvantages related to the above-stated grounds of 
discrimination (Raskin, 1994). 
 
Because the  Canadian Human Rights Act could not deal with the systematic or 
structural discrimination experienced by aboriginal persons, women, visible 
minorities and persons with disabilities in the Canadian workplace the government 
appointed Judge Abella to look into the most effective and efficient way of  
eliminating structural discrimination and equitable means of promoting employment 
opportunities (Raskin,1994). Following recommendations of the Abella Royal 
Commission Report (1984) the Canadian Employment Equity Act was enacted in 
1986 (Busby, 2006). 
  
Employers are, in terms of the Canadian Human Rights Act, Section 15(1), permitted 
to develop and implement special programmes that are meant to prevent, reduce or 
remedy the disadvantages experienced by women, native people, visible minorities, 
and the handicapped. The Canadian Human Rights Act further gives power to 
Canadian human rights tribunal to sanction the development and implementation of 
special programmes where such an action is deemed necessary to prevent 
discriminatory practices from occurring in the future (Jain, 1990).  
 
As of 1997, The Canadian Human Rights Commission (CHRC) has been authorised 
to audit companies covered by the Canadian Employment Equity Act since 1997 and 
to request sanctions for those who fail to meet their Employment Equity obligations 
(Jain, Lawler, Bing Bai, & Eun Kyung, 2010). Canadian employers are largely 
protected from the charge of reverse discrimination. This is in contrast to the South 
African arrangement where employers are not exempted from such prosecution 
(Jain, 1990).  
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The Canadian Employment Equity Act 
The Canadian Employment Equity Act was passed at the federal level in 1986 and 
applied to Crown corporations and federally regulated employers with 100 or more 
employees (Jain, 1990).  The Employment Equity Act was then amended in 1995 
(Jain, Sloane & Horwitz, 2003). The Employment Equity Act in the private sector is 
limited only to the banking, transportation and communication industrial sectors 
(Jain, et al 2010). The federally regulated employers are required to prepare an 
annual Employment Equity plan which must specify goals with timeframes but the 
government does not require them to submit this Employment Equity plan. According 
to Jain, et al (2010) employers are required to retain the plan for a period of three 
years. Employers are however not penalised for failure to prepare and implement the 
plan (Jain, 1990). 
 
Employers are also required to file annual reports with the Canada Employment and 
Immigration Commission (CEIC) which must provide information on the 
representation of all employees and members of the designated groups (women, 
aboriginal persons, persons with disability and visible minorities) by occupation 
group and salary range and on those hired, promoted, or terminated for a full year 
(Jain,1990). Women constitute the largest of the four designated groups (Jain, et al 
(2010). 
 
Annual reports are made available to the public and the Canadian Human Rights 
Commission is authorized to investigate systematic discrimination should it be 
indicated by the data in the reports.  A fine to the maximum of fifty thousand dollars 
is imposed for failure of the employer to comply with legislative requirements of 
submitting a report (Jain, 1990).  
 
The Employment Equity Act obliges federally regulated employers to consult with 
designated employee representatives and where the organisation is unionised with 
bargaining agents.  The purpose of consultation according to Jain (1990), in 
implementing Employment Equity, is to engage in the following areas: 
 Analysing the workforce, identifying the disadvantaged group members and 
analysing their circumstances; 
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 Identifying and eliminating barriers from policies, practices, procedures, 
policies and collective agreements against the disadvantaged groups; 
 Instituting positive policies and practices to accelerate progress toward a 
representative workforce and applying the concept of reasonable 
accommodation; and 
 Developing, implementing, and monitoring of an Employment Equity plan 
which reflects the above. (Jain, 1990).   
 
According to Jain (1990) the Employment Equity Act may not be very effective, since 
employers are not required to submit this plan to the government. Furthermore there 
are no mechanisms that exist to ensure that plans are not poorly devised and have 
meaningful goals and timeframes.  The consultation process for formulating the plan 
is vague and as such designated employee representatives or unions cannot 
participate meaningfully since they do not have the right to see the plan (Jain, 1990).   
 
The federal government also administers the Federal Contractors Programme. In 
terms of the Federal Contractors Programme, organisations with hundred (100) or 
more employees that bid for federal government contracts for goods and services 
worth $200,000 or more are required to sign a certificate of commitment to design 
and carry out an Employment Equity program which will identify and remove artificial 
barriers to the selection, hiring, promotion, and training of women, aboriginal people, 
persons with disabilities, and visible minorities (Jain, 1990). The penalty meted out to 
employers that violate Employment Equity is that they may lose the right to do 
business with the federal government in the future (Jain, 1990).   
 
Contractors are however not compelled to file an Employment Equity Plan but only 
their commitment to have a plan is required. Application of the Employment Equity 
measures has also been extended by the federal government through the Treasury 
Board to include designated groups in the Public Service of Canada (Jain, 1990).  
Such Employment Equity programmes include among others, special employment 
programmes for minority groups, employment offices for designated groups at the 
Public Service Commission in Ottawa, special training for public service managers 
and setting up of numerical targets by federal government departments for the 
designated groups (Jain, 1990).   
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According to Jain, et al (2010) a comprehensive review of the literature by various 
authors suggests that while the policies appear to have had some positive effects for 
some members of the target groups, gaps still remain in employment opportunities 
for these groups. Research findings indicate that women are still generally paid less 
than men and still remain under-represented in certain sectors and occupations (Jain 
et al, 2010).  
 
Raskin (1994) states that the 1991 Employment Equity report indicated that the 
disabled persons were overcrowded in clerical positions and that they were 
underrepresented or not represented at all at upper management, semi-
professionals and technicians. According to Raskin (1994) factors identified by many 
independent observers as barriers to the achievement of equitable employment for 
the disabled people included employer attitude, the lack of overall equity strategy, 
enforcement sanctions, commitment by senior management and accountability and 
excessive emphasis on quantitative results (Raskin, 1994). 
 
In concluding this section it is important to note that Canada's Employment Equity 
Act is designed to make sure Canadians are not denied jobs based on their age, 
race or any other quality, besides their ability to perform the job. By doing this, it 
attempts to ensure all citizens are fairly represented in the workforce.  Employers are 
required to determine if their workforces fairly represent members of the four 
designated groups. They are required to issue an annual statistical report to the 
government on how well the four groups are represented in their organisations. 
Employers must also strive to remove obstacles facing the four designated groups 
(women, aboriginal persons, persons with disability and visible minorities) when they 
are being hired (Jain et al, 2010). 
 
2.3.2 Affirmative Action in the United States of America (USA) 
The origins of Affirmative Action law may be traced to the early 1960's during the 
time when the Warren, and then the Burger Court, grappled with the problem of 
racial segregation in the public schools in America (Dale, 2005).  Affirmative Action 
in the United States of America focuses on education and employment to redress the 
racial imbalances. The local school boards were bound by the Equal Protection 
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Clause to implement Affirmative Action measures meant to desegregate formerly 
dual school systems and to eradicate the remnants of state-enforced segregation. 
This period was also marked by Federal desegregation orders frequently requiring 
drastic reconfiguration of school attendance patterns along racial lines and extensive 
student transportation schemes. A number of laws and regulations authorising either 
directly or by judicial or administrative interpretation, „race-conscious‟ strategies to 
promote minority opportunity in jobs, education, and governmental contracting were 
approved by the Congress and the Executive (Dale, 2005). 
 
The basic statutory framework for Affirmative Action in employment and education 
derives from the Civil Rights Act of 1964 (Dale, 2005). The law prohibits 
discrimination in hiring, promotion, discharge, pay, fringe benefits, job training, 
classification, referral, and other aspects of employment, on the basis of race, colour, 
religion, sex or national origin and is enforced by the Equal Employment Opportunity 
Commission. Public and private employers with fifteen (15) or more employees are 
subject to a comprehensive code of Equal Employment Opportunity regulations 
under Title VII of the Civil Rights Act, 1964 (Dale, 2005). Title VII provides for the 
remedial scheme for the victims of Affirmative Action. Judiciary in the USA is the only 
legal body authorised to administer Title VII remedial scheme and has the authority 
to order monetary damages and injunctive relief, including such Affirmative Action 
measures as may be appropriate for compensating persons for past harms and 
injustices resulting from negative discrimination (Dale, 2005). Employers are, 
however, not obliged to adopt Affirmative Action remedies in terms of the law except 
as may be imposed by court order or consent decree to remedy past discrimination 
(Dale, 2005). 
 
The Equal Employment Opportunity Act of 1972 enforced Affirmative Action in the 
US and employers are required to take up positive steps and develop a detailed 
written plan for equalising economic salaries, training programmes, fringe benefits 
and other conditions of employment. Employers included in their plans numerical 
goals and timeframes for achieving the above-stated changes to enhance diversity of 
some groups and remedy cumulative effect of subtle as well as gross expression of 
prejudice. Numerical goals are set according to the group‟s representation in the 
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applicant pool and not according to the group representation in the general 
population (Deane, 2005).  
 
Minority participation has been obligatory on federally financed construction projects 
and other larger federal contracts since the 1960s. Minority hiring and employment 
standards are enforced on federally financed construction projects and in connection 
with other large federal contracts. In terms of the Executive Order 11246 all 
employers with a staff complement of fifty (50) or more employees and federal 
contracts that exceed $50,000, are required to design, implement and file written 
Affirmative Action plans with the government. Executive Order 11246 prohibits 
covered federal contractors and subcontractors from discriminating on the basis of 
race, colour, religion, sex or national origin and requires Affirmative Action to ensure 
equal employment opportunity without regard to those factors. Executive Order 
11246 is enforced by the Office of Federal Contract Compliance Programme. The 
contractors are required to include in their plans goals for hiring minorities and 
females and timeframes to which the contractor must commit its efforts in good faith. 
Federal departments and agencies are also required to include in their Affirmative 
Action planning timeframes and considerations of race and gender numerical goals 
to eliminate underrepresentation of minority and females at various levels of agency 
employment (Dale, 2005).  
The Supreme Court had by the 1980s given authority to private employers to use 
race- or gender-conscious selection criteria as a temporary remedial measure to 
redress obvious racial imbalances in traditionally segregated job categories if 
voluntarily adopted by the employer. The Supreme Court also approved these 
remedial measures for employers to use them for the entrenched patterns of deep 
rooted long lasting discrimination by the employer if imposed by the judicial decree 
(Dale, 2005). 
The Court would, however, require proof of remedial justification rooted in the 
employer‟s own past discrimination and its persistent workplace effects (Dale, 2005). 
Furthermore all racial preferences in employment were to be judged in terms of their 
adverse impact on „identifiable‟ non-minority group members (Dale, 2005). According 
to Dale (2005), the duration for Affirmative Action preferences had to be temporary in 
nature and sufficiently flexible to avoid becoming rigid quotas.  
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In conclusion, the United States of American Affirmative Action goals are similar to 
those of South Africa in that both countries were striving to redress imbalances of the 
past discrimination. In South Africa employers are bound by the Employment Equity 
Act of 1998 to develop and implement Affirmative Action measures whilst employers 
in the USA are not obligated to enforce Affirmative Action measures but must refrain 
from discriminatory conduct (Deane, 2005). Unlike South Africa, the United States 
uses a quota system and employers use these quotas to protect themselves from 
litigation. 
Finally as argued by Deane (2005) Affirmative Action practices in the USA focus 
both on promotion of equality of opportunities by relief from discrimination and the 
meeting of needs and also on practices of a remedial nature as a means of 
compensating persons for past harms and injustices resulting from negative 
discrimination. 
2.3.3 Affirmative Action in India 
The Indian Constitution was put into effect on January 26, 1950 and seeks among 
other things to recognise the fundamental rights of the people of India with special 
reference to the Scheduled Castes and Scheduled Tribes, whose civil, political, 
social, cultural and economic rights were violated during the colonial regime. The 
Scheduled Castes and Scheduled Tribes of India suffered intense social and 
economic discrimination because of the caste systems and suffered prejudices 
particularly in the fields of education and public service (Deane, 2005).  The caste 
system in India can be described as an elaborately stratified social hierarchy 
distinguishing India‟s social structure from any other nation.  A caste is a product of 
indigenous, cultural, religious and political thought reproduced in detail within the 
villages where local relationships of fear, subordination and labour are structured 
through the caste relationship (Deane, 2005).   
 
The Constitution of India incorporates Affirmative Action and compensatory 
provisions meant to redress the plight of the „backward classes‟ in India. In terms of 
Article 15 of the Constitution of India as modified up to the 1st December 2007 the 
State is prohibited from discriminating against people on grounds of religion, race, 
caste, sex or place of birth. Article 15 (4) allows the State to make special provisions 
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for the advancement of any socially and educationally „backward classes‟ of citizens 
or for the Scheduled Castes and for the Scheduled Tribes and Article 15 (3) permits 
for special provisions for women. Article 16 provides for equality of opportunity for all 
citizens in matters relating to employment or appointment to any office under the 
State. Article 16 (4) permits the State to make any provision for the reservation of 
appointment or posts in favour of any „backward classes‟ of citizens, which in the 
opinion of the State, is not adequately represented in the services under the State. In 
terms of Article 16 (4A) the State is allowed to make any provision for the reservation 
in matters of promotions with consequential seniority to any class or classes of posts 
in favour of the Schedules Castes and Scheduled Tribes, which in the opinion of the 
State, are not adequately represented in the services under the State (India 
Constitution, 2006). 
 
Both the Indian and South African governments provided for Affirmative Action 
measures in their legislation in order to achieve the prohibition of unfair 
discrimination and the achievement of equality. The Employment Equity Act of 1998 
provides for Affirmative Action measures in the Republic of South Africa and The 
Fundamental Rights in the Constitution of India includes provisions for Affirmative 
Action measures. India has gone „an extra mile‟ by not only allowing preferential 
treatment but by reserving and safeguarding certain percentage of positions and 
promotions in the State and for the previously disadvantaged Scheduled Castes and 
Scheduled Tribes and other Backward Classes (India Constitution, 2006). 
2.3.4 Summary 
 
As can be seen in the discussion above, the approach to Affirmative Action by South 
Africa, India, and United States of America concentrates on a history of injustice and 
is an attempt to abolish discrimination against certain designated groups in their 
countries‟ population.  
 
The history of apartheid and other discriminatory practices in South Africa caused 
discrepancies in employment, occupation and income within the national labour 
market and created such pronounced disadvantages for certain categories of people 
to such an extent that they could not be simply redressed by repealing discriminatory 
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laws.  In order to promote the constitutional right of equality and the exercise of true 
democracy, eliminate unfair discrimination in employment, ensure the 
implementation of Employment Equity to redress the effects of discrimination, 
achieve a diverse workforce broadly representative of the people of South Africa, 
promote economic development and efficiency in the workforce the Employment 
Equity Act No. 55 (1998) was enacted.  
 
The designated groups covered by the Employment Equity Act, 1998   are Blacks 
(including Africans, Coloured, Indians and recently Chinese), women and people 
with disabilities. Unlike in South Africa the history in India includes three thousand 
(3000) years of caste hierarchy which makes social relations and social change 
extremely difficult. The designated groups in India covered by the Constitution of 
India are Scheduled Castes and Scheduled Tribes (Deane, 2005). 
 
The obligations for Affirmative Action measures in Canada are as a result of the 
overall societal evidence concerning the systemic employment discrimination faced 
by disadvantaged groups, particularly the four designated groups namely, women, 
aboriginal persons, persons with disability and visible minorities. 
 
The purpose of Affirmative Action in Canada was to outlaw individual discriminatory 
acts in employment and the use of discriminatory policies and practices on grounds 
of age, sex, religion, marital status, family status, ethnic or national origin, race, 
colour, disability and pardoned conviction and was enforced by the Canadian Human 
Rights Act of 1978 and The Canadian Employment Equity Act of 1986 and 1995 
passed at the federal level (Busby, 2006). The Canadian Employment Equity Act 
applies throughout Canada, but only to federally regulated activities. Each province 
and territory in Canada has its own anti-discrimination law that applies to activities 
that are not federally regulated (Busby, 2006).  
 
The history of United States of America is characterised by intractable racial 
segregation in the public schools and employment and Affirmative Action there 
focuses on education and employment to redress the racial imbalances. The Equal 
Employment Opportunity Act, 1972 is preceded by the Civil Rights Act of 1964.The 
law prohibits discrimination in hiring, promotion, discharge, pay, fringe benefits, job 
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training, classification, referral, and other aspects of employment, on the basis of 
race, colour, religion, sex or national origin. The designated groups are minorities 
and females. Unlike in the USA and Canada, Affirmative Action is constitutionally 
sanctioned in South Africa and India (Busby, 2006).  
 
In the following section, the generic change model by Hayes (2010) is discussed 
linking it with managing the change process prescribed for the implementation of the 
Employment Equity Act in South Africa.  Change as a concept is defined and a 
comparative analysis conducted on the definitions and observations made. The 
process for the implementation of Employment Equity as a change intervention is 
prescribed in the Employment Equity Act.  
 
2.4 EMPLOYMENT EQUITY AS A CHANGE INTERVENTION 
 
Applebaum and Wohl (2000) describe change as the alteration of something that 
already exists. The implication of this description is that the outcome of the change 
process is improvement of something or adoption of different ways of doing things.  
 
Veldsman (2002) views change as the difference in the state of an organisation at 
two separate locations in time and/or space, the earlier location being, what defines 
the state of the organisation and the latter location being what should or must be the 
state of the organisation. State is the manner of existence and functioning of the 
organisation. The change process involves converting the current or existing state 
into a new state “what should or must be” state (Veldsman, 2002, p. 47).  The „what 
should or must be‟ terms used by Veldsman (2002) imply that the outcome of the 
change is desirable. The change process in this sense is a process of movement 
from the current state of the organisation to the desirable future state. 
 
Chapman (2002) describes change in terms of first order and second order change. 
First order changes are viewed as minor improvements and adjustments that do not 
change the systems core. Second order changes are referred to as those that 
transform the essence of the organisation.   
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Change management has been defined by Moran and Brightman (2001) as the 
process of continually renewing an organisation‟s direction, structure, and 
capabilities to serve the ever-changing needs of external and internal customers. 
 
Organisational change is defined as the process by which organisations move from 
their present state to some desired future state in order to increase their 
effectiveness (Jones, 2003).  
 
There seems to be consensus among the above authors that change is a process of 
moving from a current state to a desired future state. Change is an omnipresent 
feature of organisational life, both at operational as well as strategic levels. Because 
of the omnipresence of these strategic challenges which organisations face, they 
must adjust and develop coping strategies. These strategic challenges may be 
triggered by increasing levels of turbulence in their environments, more intense 
competition, globalisation of the marketplace, rapidly changing technology, a more 
diverse workforce, the transition from an industrial to a knowledge-based economy, 
more demanding customers, legislation and demanding stake-holders. Solving the 
problems emanating from these triggers and creating opportunities from the 
prevalent turbulence requires organisations to change from the old way of solving 
problems. 
 
The authors seem to agree that change alters the shape and form of an 
organisation. This change may be a deliberate action with the aim of creating 
something that works better. 
 
Each change process is unique to the realities in the environment within which the 
organisation operates (Price & Chahal, 2006). 
 
2.5 LINKING EMPLOYMENT EQUITY CHANGE INTERVENTION WITH CHANGE 
MODELS  
 
This section of the document links the Employment Equity implementation process 
as prescribed in the Employment Equity Act 55 of 1998 with the generic change 
model as propounded by Hayes (2010). Other models which the researcher sees as 
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talking to the Employment Equity process are cited within Hayes‟ Generic Model. Of 
importance in these models is McKinsey‟s 7S Model. 
The following discussion deals with Hayes‟ Generic Change Management Model and 
its relevance to the Employment Equity implementation process. 
 
Hayes (2010) presents a conceptual framework for change that can be employed at 
organisational, individual and group level. Hayes (2010) cites the following steps that 
he sees as being key to managing change: 
a)  Recognise the need and start the change process 
This is the beginning of the change process where it is recognised that external 
forces or internal circumstances may trigger change. This step involves complex 
processes of perception, interpretation and decision making. After the inception of 
the new democratic dispensation in 1994, the South African government developed 
various policies in an attempt to transform the employment environment. Such 
policies as the Affirmative Action policy were developed and employers were 
encouraged to implement these policies. These policies were however not enforced 
by law. Their implementation, although incentivised, did not yield good results in 
realising the equity which the government envisaged. In 1998 the government 
decided to enforce Affirmative Action by promulgating the Employment Equity Act 55 
of 1998. The enactment compelled Designated Employers to plan for, submit to the 
Department of Labour, implement and report on the progress of the implementation 
process. This legislative obligation instilled a sense of urgency among employers.   
This step also involved the translation of the need and desire for change into 
compulsion to act by the employers. The step also involved the establishment of a 
workable and effective change relationship between the employers, employees and 
employee organisations (Hayes, 2010).  
 
According to Lewin‟s three steps model the first stage involves „unfreezing‟ which 
recognises the need to discard old behaviour, structures, processes and culture 
before successfully adopting new approaches (Bamford & Forrster, 2003).   
„Unfreezing is the first stage of Lewin‟s three step model.  The previous behaviour 
 25 
 
has to be discarded before a new behaviour can be adopted successfully (Burnes, 
2004).   
Whilst Hayes (2010) contends that the need for change must be translated into a 
desire for change, it is Kotter (2006) who emphasised the creation of a state of 
urgency as the first step in the change management process.  Kotter (2006) 
contends that developing a sense of urgency around the need to change helps spark 
the initial motivation to get things moving. For change to happen, it helps if all the 
organisational stakeholders desire for the change to occur. This requires an open, 
honest and convincing dialogue about the real issues triggering the need to change 
such as the company‟s competitive situation, technological trends, financial 
performance, an emerging market and change in legislation.  
 Anstey (2006) argues that whilst the need to develop a sense of urgency is not 
refuted, creating panic in people can obstract new behaviours but effective 
persuasive strategies raise emotions but also indicate how tensions can be relieved. 
The establishment of Employment Equity forums to drive the implementation of 
Employment Equity is an attempt to bring together all the relevant stakeholders as a 
means of reaching consensus on what change needs to be undertaken, what 
obstacles stand in the way of the desired change and what remedial action should 
be undertaken to remove the obstacles. 
According to Hayes the following questions should be asked at this stage: 
 Who should be involved?  
Leading change with success requires establishment of a powerful guiding coalition, 
or team of influential people whose power comes from a variety of sources, including 
job title, status, expertise and political importance (Kotter, 2006). The creation of a 
guiding coalition involves an acceptance of the process as having important political 
elements (Hasle & Jensen, 2006).  
Once established, the change coalition has to work as a team, continuing to build 
urgency and momentum around change (Kotter, 2006). The formation of senior level 
steering committees, followed by large scale organisational meetings, appointment 
of change agents and natural work teams to assist in giving momentum and direction 
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to the change process (Anstey, 2006). Axelrod (2001) contends that a diversity of 
members on the teams, along with key decision makers, provides a way to 
overcome red tape and is the most efficient governance structure for the change 
process. Designated Employers are in terms of the Employment Equity Act required 
to establish statutory structures such as the Employment Equity Forum. The forum 
should represent a cross section of committed people from various levels and 
functions in the organisation and must have the right mix of skills.  The Employment 
Equity Forum is a coalition of stakeholders which includes representatives also from 
the non-Designated Groups. Solutions favouring the organisation are guaranteed 
and silos broken down by a cross functional and multilevel membership. The 
Employment Equity forum which is populated with people who have the best skills 
ensures high quality solutions (Axelrod, 2001).   
Getting started with a change programme requires an aggressive cooperation of 
many individuals. The organisation, therefore, needs to recognise employees as 
significant stakeholders in the change process, because without their involvement 
and cooperation they might derail the process (Holbeche, 2009). 
Kotter (2006) contends that organisations failing in this phase usually underestimate 
the importance of a powerful guiding coalition in managing change. 
 What to make public (if anything)?  
The Employment Equity Act obliges Designated Employers to take reasonable steps 
to consult with employees or their representatives from across all occupational 
categories and levels of the employer‟s workforce, the Designated and Non 
Designated Groups in the preparation and implementation of the Employment Equity 
Plan and the Employment Equity Report. Designated Employers have a duty to 
inform employees by visibly displaying a notice at the workplace where it can be 
read by employees informing them about the provisions of the Act and any other 
information related to compliance with the Act. Copies of the Employment Equity 
Plan must be made available to employees for consultation. It is suggested by 
Thomas and Robertshaw (1999) that a comprehensive strategy for the 
communication of Affirmative Action should be developed prior to an organisation 
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embarking on the change process from a business and communication strategy 
perspective.   
 Who should have management responsibility? 
The Employment Equity Act prescribes for the assigning of a senior manager among 
the permanent senior managers of an organisation as an Employment Equity 
Manager whose role is to drive the change process ensuring that the Employment 
Equity legislation and the Employment Equity Plan, in particular, are implemented.  A 
senior manager assigned Employment Equity responsibilities must have his/her 
Employment Equity duties or outcomes incorporated into his/her performance 
contract (Employment Equity Regulations R480, 2006).  
In implementing Employment Equity organisations should make sure that line 
managers are committed to providing opportunity and support for the development of 
people from the Designated Groups. Nienaber (2007) advises management to have 
a shared vision of what the organisation ultimately wants to achieve in their attempt 
to implement Employment Equity legislation. 
Kotter contends that some companies sometimes fail in the initial stage because 
executives sometimes underestimate the difficulty of driving people out of their 
comfort zone (Kotter, 2006).  
Following this step is the diagnosis of the status quo so that baseline information is 
understood from which the change process moves.  
b) Diagnosis 
During this stage the current situation is analysed and the preferred future state 
identified.  Analysis of the external environment and past history of an organisation 
can enable change managers or agents or people involved in the diagnostic process 
to understand the organisation‟s existing situation. Following are the common 
reasons why the current state should be analysed: 
i. Diagnosing the problem, identifying the current deficiencies or clarifying 
opportunities leads to the successful identification of the required change. 
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ii. Baseline information clarifying what should be changing is obtained. 
iii. Reviewing the current situation helps to define future direction. 
This step is consistent with the first step in the implementation of the Employment 
Equity Act where change managers must diagnose the problem by analysing the 
existing equity state of the organisation. Organisational elements being analysed 
when implementing Employment Equity can also be linked to McKinsey 7-S 
diagnostic model. McKinsey‟s model is one of the models which are widely used to 
diagnose the internal environment of an organisation (Hayes, 2010). The model 
highlights seven factors which are critical for effective strategy (Kaplan, 2005). 
According to Hayes (2010), this model can be used to identify relationships which 
are misaligned and indicate organisational elements which require change. 
According to Price and Chahal (2006), McKinsey‟s Seven S‟s provides an all-
encompassing set of factors which were developed to gauge an organisation‟s 
readiness for change. Price and Chahal (2006) argue that these seven core 
components should not be overlooked before the change process starts.  
Following are the elements of McKinsey‟s internal diagnostic model: 
i. Strategy 
A strategy provides what is being attempted, what the correct change for the 
organisation is and what must be executed successfully (Bruch,Gerber & Maier, 
2005). With change processes which are complex in nature, having clear priorities 
helps to maintain order and keeps the process manageable.  By understanding the 
purpose of change, the organisation increases the likelihood of success (Bruch et al, 
2005). It is also argued that executing a change strategy successfully is directly 
linked to individuals, teams and the organisation itself (John, 2009). 
The Employment Equity Plan must form part of the Integrated Development Plan 
(IDP) of the municipality. The IDP is the strategy which the municipalities in South 
Africa must develop and implement.  When implementing Employment Equity, the 
Employment Equity forum should be consulted on the analysis of whether or not the 
organisation‟s strategy, includes the implementation of Employment Equity as a 
change intervention. 
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ii. Structure 
Kaplan (2005) on the one hand views a structure as referring to the manner in which 
tasks and people are specialised and divided; the way authority is distributed; how 
activities and reporting relationships are grouped and the mechanisms by which 
activities in the organisation are coordinated while Mullins (2002) describes a 
structure as the pattern of relationships among positions in the organisation and 
among members of the organisation. He further assets that a structure creates a 
framework of order and command through which the activities of the organisation 
can be planned, organised, directed and controlled. 
The Manager assigned for the implementation of the Employment Equity intervention 
must in consultation with the Employment Equity Forum, check whether or not the 
organisational structure is designed to address the Employment Equity.  
iii. Systems 
Systems are among others, procedures (formal or informal), reward systems, 
appraisal systems, performance management systems and management information 
systems (Kaplan, 2005). 
The Employment Equity Manager in consultation with the forum is also responsible 
for examining employment practices, procedures, processes and the current state of 
the employment policies, promotion policies to identify any discriminatory elements 
or obstacles that might prevent employing people from Designated Groups. The Act 
prohibits unfair discrimination against any employees or job applicants on the basis 
of race, gender, sex, pregnancy, family responsibility, marital status, ethnic or social 
origin, colour, sexual orientation, age, mental or physical disability, religion, HIV 
status, conscience, belief, political opinion, culture, language and birth. Their role is 
to monitor the implementation of mechanisms that are aimed at eradicating all forms 
of unfair discrimination that may be evident in organisational policies and practices. 
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iv. Staff 
This is the organisation‟s human resources, the background and competencies of 
the staff; recruitment and selection processes; management of training, employee 
career and promotion of employees (Kaplan, 2005). 
The Act also obliges the Employment Equity Manager in consultation with the forum 
to examine the existing staff profile within each occupational category and levels to 
identify the extent of non-representativity. 
The information gathered will enable the employer to determine the degree of 
underrepresentation of people from the Designated Groups in various occupational 
categories and levels and identify employment barriers which are likely to adversely 
affect people from Designated Groups.  
v. Skills 
Skills, according to Hayes (2010), refer to the core competencies of the organisation. 
According to Kaplan (2005), it refers to what the organisation does best along the 
dimensions of people, management practices, processes, systems, technology and 
customer relationships. 
The Employment Equity Manager in consultation with the Employment Equity Forum 
must also examine skills development practices including training programmes to 
ascertain whether or not Designated Group members are not unfairly discriminated 
or excluded from skills development programmes to ensure that they are given the 
necessary skills that they require to perform their jobs.  
vi. Style 
This refers to organisational culture. Culture is seen by Kaplan (2005) as the 
dominant values and beliefs, the norms, the conscious and the unconscious 
symbolic acts taken by leaders. It also refers to the leadership and management 
style.   It is critical to examine the leadership and management style and their 
attitude towards Employment Equity change because leadership and management 
style determine whether or not the change will take place in the employment 
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environment. Change cannot take place without good corporate leadership (Conrad 
& Poole, 2002; Cummings & Worley, 2001).  
It is also critical to examine the current culture using the Employment Equity Act as a 
yardstick to define the existing culture in order to measure whether the current 
culture and values will accommodate possible organisational changes. Cummings 
and Worley (2001) argue that constant pressure for change process must come from 
a committed corporate leadership.  
vii. Shared values 
This refers to the primary set of values and beliefs that are shared by members of 
the organisation and central to the organisation. They are regarded as guiding 
principles of what is important. They refer to the organisation‟s value statements, 
vision and mission. The Employment Equity forum has a responsibility to examine 
the current values shared by organisational members in order to identify and 
disconfirm values that might not facilitate the implementation of change relating to 
Employment Equity.  
The organisation has to identify the desired state, develop a clear vision and 
articulate clear goals to be achieved. 
Hayes (2010) contends that members of the organisation are more inclined to let go 
of the status quo and seek a more desirable state if: 
 The diagnostic process does not validate their view that all is well with the 
current state of affairs.  
 This challenge creates sufficient anxiety to prompt organisational members to 
seek out new possibilities. 
 The vision of what could be, offers adequate promise to make the effort of 
changing worthwhile.  
Once diagnosis is done a vision of a more desirable state is developed and the 
change goals specified.  Effective vision must be imaginable, feasible, desirable, 
focussed, flexible and communicable (Stamm, 2010). 
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c) Plan and Prepare to Change 
This stage is concerned with the means of achieving the goals articulated in the 
diagnostic phase. Once diagnosis is finalised a detailed implementation plan should 
be developed.  When planning change whether it is crisis or choice driven, a strategy 
is required (Price and Chahal, 2006). The Act prescribes for the development and 
implementation of an Employment Equity Plan wherein numerical and qualitative 
goals are specified and the strategies intended to achieve such goals and timelines. 
The Employment Equity Plan must among other things also state the objectives to 
be achieved each year, duration of the plan which may not be longer than five years, 
procedures and people responsible for monitoring and evaluation of its 
implementation and procedures to resolve disputes that may arise on the 
interpretation or implementation of the plan. 
 
Although the Employment Equity Plan may be a five year plan, it must have annual 
„quick wins‟ targets that must be achieved and reports on the progress submitted 
annually to the Director General of the Department of Labour.  Kotter (2006) asserts 
that change takes a long time and if there are no short term goals and „quick wins‟ to 
celebrate and reward achievements and good performance, there is a risk of losing 
momentum. It is essential to produce short-term wins to keep up the urgency level  
(Kotter, 2006). 
 
Hayes (2010) asserts that the plan should take into account all political aspects 
related to change. It must address the extent to which organisational members are 
ready for and accept change or whether the change process threatens them in any 
way. Price and Chahal (2006) argue that when change is implemented, there will 
always be a certain amount of resistance.  
 
According to Rye (1996) in Price and Chahal (2006), change management must take 
into account the following three main organisational components: 
  
 The historical and political evolution of the company;  
 The management and organisation of the company; and  
 The people who work for the company.  
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The foregoing components according to Rye (1996) in Price et al (2006) make up the 
organisation‟s corporate culture. Gesrick (1991) in Hayes (2010) calls corporate 
culture the „deep structure‟. The „deep structure‟ as purported by Gesrick (1991) in 
Hayes (2010) is the fundamental choice that an organisation makes that determines 
the basic activity patterns that maintain its existence. The deep structure would reject 
anything that tries to disturb the equilibrium or change the status quo. 
 
The shared patterns of behaviour and beliefs enhance communication and the 
coordination of actions among members sharing the same culture. It reduces 
uncertainty and anxiety, making people‟s behaviour predictable, understandable and 
valued (Bond, 2004). 
 
The change plan must also specify how people issues will be managed. Hayes 
(2010) identified people issues as including the following:  
i. Power, politics and stakeholder management;  
Hayes (2010) views organisations as political arenas within which individuals 
and groups attempt to influence each other in pursuit of self-interest. The logical 
and rational arguments do not determine the outcome of the decision process 
where there is conflict of interest but influence and power of different 
stakeholders involved.  
Change managers have to be alert to issues of power and influence of 
stakeholders and also the political dynamics especially when there is a 
possibility that those dynamics can result in others not only resisting change but 
also acting in ways that undermine the efforts to bring about change. Change 
managers need to identify important stakeholders and their inclination to either 
support or resist change (Hayes, 2010).  
ii. Leadership role 
The role of leadership in change management cannot be underestimated.  A 
senior manager assigned Employment Equity change management does not 
only play management roles but also leadership roles. Leadership roles 
according to Hayes (2010) include creating a vision, aligning relationships 
around the vision and inspiring others to achieve the vision. Leadership 
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decisions about the „right thing to do‟ need to be made before the management 
decisions about „how to do the change right‟ (Bruch, Gerber, & Maier, 2005).  
iii. Communication; 
Communication is key to change management. Communication is a vehicle used 
to facilitate understanding of the organisational change and the need to change 
(Burnes, 2000; Cummings & Worley, 2001). The exchange of information plays a 
vital role in coordinating the efforts of the organisational members. Members of 
the organisation want to have detailed knowledge of their roles, their managers‟ 
expectations, and how their contribution and efforts are articulated in the 
programmes addressing triggers of change. Poor communication around change 
issues can destroy commitment to an organisation, damage employee morale 
irrevocably, and generate resistance and hostility to change, encouraging later 
performance problems (Vasile, 2009).  
According to Kotter (2006) the vision and strategies that have been created must 
be communicated to the rest of the company and stakeholders using every 
available communication channel. The message might have strong competition 
from other day-to-day communications taking place in the company, however the 
vision and strategy must be frequently and powerfully communicated, and 
embedded within everything that is being done in an organisation. It is also 
important for senior management to „walk the talk‟ demonstrating the kind of 
behaviour that is expected of others all the time (Kotter, 2006). 
When communicating the vision and strategies, members of the organisation 
must be made aware of their roles in the change process. 
iv. Motivating others to change; 
Inspiring and generating highly energised behaviour of members of an 
organisation can help them overcome foreseeable barriers to change that might 
be encountered as the change process unfolds (Kotter, 1995 in Hayes 2010). 
The Expectancy theorists however argue that the behaviour is a function of two 
factors namely expectancies about the future and the attractiveness of outcomes 
such as, among others working conditions, opportunities, achievement, status 
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and recognition (Hayes, 2010).  The stakeholders‟ belief that the effort to perform 
will lead to valued outcomes will determine whether a stakeholder will be 
motivated   to support or resist a change (Hayes, 2010). Hayes (2010) points out 
various ways change managers can exploit a situation in dealing with resistance 
thus motivating stakeholders to support change:  
 Educating and persuading people to change; 
 Involvement and ensuring participation of people in all steps of the 
change process; 
 Provision of emotional support where feelings and emotions hamper the 
ability of people to think clearly and objectively about a problem 
 Negotiation and agreement; 
 Manipulation and cooption; 
 Direction and a reliance on explicit and implicit coercion  
  
v. Support for others to help them manage their personal transitions;  
Organisational change not only involves changes in, for example systems, 
structures and technology but also a sequence of personal transitions 
(Hayes, 2010). According to Hayes (2010) people confronted with change 
undergo a series of personal transitions which include:  
 Awareness shock - which includes overwhelming anxiety which can lead 
to a state of immobilisation;  
 Denial, which is characterised by an individual clinging to the past, the 
known, in order to reduce anxiety; 
 Depression sets in when an individual has a feeling that he has lost 
control of the situation and things cannot continue as they are; 
 Letting go is when the need to change has been accepted;  
 Testing means that individuals begin to experiment by getting involved in 
new situations and if experiments are not successful frustrations set in 
and if there are successes frustrations are lessened  
 Consolidation is characterised by  individuals‟ embarking on new ways of 
doing things and behaving 
 Reflection, learning and internalisation is characterised by accepting the 
changed behaviour as normal and as a way of doing things  
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The implication for change managers is that they should devise and 
implement support needed in each stage of managing personal transition.  
 
Once the plan is in place then it should be implemented as is evident in the following 
section. 
  
d) Implementing Change 
This phase focuses on the implementation or rolling out of the change plan 
developed in the previous phase; monitoring and control to ensure that everything 
happens as planned and corrective measures employed as and when required.  
Implementation requires full commitment to the change process. Price et al (2006), 
state that implementation is often a period of doubt, but if careful planning has taken 
place then this step can be addressed with confidence.   
Obstacles that might block the implementation of the change efforts must be 
removed. Some of the barriers or obstacles might relate to organisational processes, 
systems, structures and resistance to change especially on the part of some of the 
decision makers (Kotter, 2006). Obstacles can be removed by among others 
changing systems, processes, structures and dealing effectively with resistance to 
change.  
The Designated Employment Equity Manager has in consultation with the 
Employment Equity forum vested powers to implement change and also to remove 
obstacles from employment policies, practices, procedures and systems that have 
discriminatory elements. Such employment practices include: 
i. Recruitment procedures, advertising and selection criteria; 
ii. Appointments and the appointment processes; 
iii. Job classification and grading; 
iv. Remuneration, employment benefits and terms and conditions of employment; 
v. Job assignments; 
vi. The working environment and facilities; 
vii. Training and development; 
viii. Performance evaluation systems; 
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ix. Promotion; 
x. Transfer;  
xi. Demotion; 
xii. Disciplinary measures other than dismissal; and 
xiii. Dismissal.  
Failing to identify and remove obstacles might lead to the collapse of the change 
efforts (Harigopal, 2006). Furthermore conscious efforts of continuously identifying 
and removing obstacles might benefit the change process.  
It is the responsibility of the Employment Equity Manager, in consultation with the 
forum to implement and monitor the implementation of the Employment Equity Plan.  
The Employment Equity Forum must be consulted during the monitoring of the 
implementation of the Employment Equity Plan. The Designated Employment Equity 
Manager must report on progress at the scheduled Executive Management Meetings 
and in the Employment Equity Forum meetings. 
Any employee may bring to the attention of the Employment Equity Forum and the 
designated Employment Equity Manager any contravention of the Employment 
Equity Plan and/ or the Employment Equity Act. If employees are not satisfied with 
the response of the Employment Equity Forum  and designated Employment Equity 
Manager an employee may bring the contravention to the attention of the Municipal 
Manager and/or Mayor if not satisfied can notify external parties i.e. the Labour 
Inspector, the Director General or the Commission for Employment Equity. 
According to Hayes (2010) there are two main approaches to implementing change. 
He differentiates between a „blueprint‟ and an „evolutionary‟ change. With blueprint, 
change is planned and involves a predetermined sequential process where the end 
state is known. Because the end state in the implementation of the Employment 
Equity Plan is known, it may be regarded as an example of a „blueprint‟ approach to 
implementing change. An evolutionary approach to change involves an open-ended 
and iterative change process that evolves over time.  Hayes (2010) argues that in 
some situations the end state is not obvious because the goals and direction for 
change may be broadly defined, and in such instances an open ended and iterative 
change process that evolves over time may be relevant.   
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Burke (2002) in Hayes (2010) argues that the change process is often more like a 
series of loops rather than a straight line, reflecting the reality that things rarely 
progress as planned. Even when plans are implemented as intended there are often 
unanticipated consequences.  
Hayes (2010) further states that feedback loops are important because feedback 
from implementation leads to the identification of new problems and possibilities 
which may lead to planning further change activities resulting in the definition of a 
more desirable end state, thus leading to the revision of the blueprint. Feedback may 
also alert managers to the possibility that what was originally perceived as a 
blueprint change may be more appropriately managed as an evolutionary change.  
e) Review Change 
Change review involves examining progress of the interventions being implemented 
to ascertain whether or not the intended desired effect is achieved and the change 
plan is still valid. Feedback obtained from the review process can assist change 
managers to make decisions on whether to continue with the intervention being 
implemented or review the change plan or intervention.  Designated Employers are 
requested to review the Employment Equity Plan every year and submit a progress 
report to the Director General of the Department of Labour. 
Hayes (2010) argues that when change managers monitor the effectiveness of the 
interventions, they should pay attention to the cause-and-effect hypotheses that 
have influenced the design of the change plan. 
Change managers must establish mechanisms to monitor and review performance 
of the change plan and interventions chosen for the change. These mechanisms can 
serve as early warning indicators of under-performance or problems relating to 
implementation so that required corrective actions can be taken in time to ensure 
that the desired end state is achieved. Kaplan and Norton (1996) developed a 
balanced scorecard which serves as a measuring tool for performance in 
organisations. The balanced scorecard provides managers with a comprehensive 
framework that translates a company‟s vision and strategy into coherent set of 
performance measures.  The Balanced Scorecard is designed to measure four 
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perspectives namely: finance, internal business processes, learning and growth, and 
customer (Kaplan & Norton, 1996).  These perspectives are outlined below: 
TABLE 2.1: AN OUTLINE OF THE BALANCED SCORE CARD PERSPECTIVES 
PERSPECTIVE EXAMPLES OF MEASURES 
Finance Return on capital 
Customer Customer satisfaction, customer 
retention, customer profitability, new 
customer acquisition 
Internal business processes Operations, systems,  
Learning and growth perspective Employee capabilities, information 
systems capabilities, empowerment 
 
Change managers can adapt the balanced scorecard to align it with their change 
management goals and circumstances identified as important during the diagnosis 
stage. They must ensure that their balance scorecard will yield the desired 
outcomes.  
All managers in the municipality must reflect in their performance contracts 
Employment Equity targets in line with the Employment Equity Plan and be 
evaluated against such Employment Equity targets.  
f) Sustaining Change 
Sustaining change refers to ways and means that are employed to ensure that 
change upholds. These mechanisms include developing and implementing reward 
systems to reinforce and sustain the required new behaviour and also celebrating 
successes. Employers furthering the purpose of the Act may get an award from the 
Commissioner for Employment Equity in recognition of such achievement. This 
incentive by the Commissioner is one of the mechanisms to ensure that change 
„sticks‟. Labour inspectors are appointed in terms of the Act to inspect premises of 
the Designated Employers to ensure compliance with legislation.  
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 It is important to ensure that change sticks by making sure gains that have been 
achieved are not lost.  This can be achieved by monitoring Employment Equity 
implementation by among other things, monitoring recruitment, terminations and 
disciplinary cases and also the support given to those members of the  designated 
group that have been placed in terms of the Employment Equity Plan. 
Sustaining change involves developing feedback mechanisms used to monitor 
change. Sustaining change in terms of the Employment Equity Act means that 
Designated Employers must report annually on the progress relating to the 
implementation of the Act and if employers fail to report the Labour inspectors may 
issue a compliance order, compelling the employer to comply with the Act.   
It also means communicating and distributing new processes, methods and 
successes throughout the organisation. Members of the organisation are kept 
informed, involved in celebrating successes and are motivated to keep the change 
momentum. The goal in sustaining change is also to ensure that the positive 
behaviours that fully and sincerely embrace the change, producing the desired 
results/outcomes continue in the future (Carter, 2008). This step is related to the 
refreezing stage of Lewin‟s three-step model of change. Luecke (2003), in his Seven 
Steps model of emergent change also proposes institutionalisation of success 
through formal policies, systems, and structures. 
Failing to develop mechanisms to ensure that change sticks change efforts might be 
compromised, the new behaviour might gradually disappear and tradition creeps 
back in.  
2.6 CONCLUSION  
Through the entrenchment of apartheid prior to the 1994 democratic elections, Black 
South Africans were excluded from any meaningful participation in the affairs of the 
state. This resulted in them being underrepresented in the main sectors of the 
economy, especially in senior positions, both in the public and the private sector. The 
promulgation of the Employment Equity Act 55 of 1998 sought to address this 
underrepresentation through the institution of a change process which would 
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gradually re-introduce the Previously Disadvantaged Groups into the economic 
mainstream (Leonard, 2005). 
Various authors, among them Hayes (2010), approach the change management 
process from various perspectives resulting in a myriad of views on how the change 
management process is triggered and rolls out. A closer examination of the various 
change management theories in this review of literature revealed that the steps in 
the Hayes‟ Generic Change Model resembles better, the process followed in the 
South African Employment Equity Act. This resemblance which is discussed and 
depicted in Figure 3.2 of this study, informs the approach which the researcher 
adopted in formatting the study. 
While the study is conducted in a South African context, it became necessary to 
understand and draw from international countries that had developed and 
implemented similar Employment Equity Programmes. Although various countries 
approached Employment Equity differently depending on their peculiar 
circumstances, such countries as India, Canada and the United States of America 
are cited as some of the countries from whose experience South Africa may have 
drawn. It was noted that, while Employment Equity is implemented by organisations, 
among its aims is the ultimate goal of societal transformation and hence the 
measurement of organisational performance on Employment Equity is against the 
societal demographics.   
The following section of the study deals with the method followed in this research. 
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CHAPTER THREE: RESEARCH METHOD 
3.1 INTRODUCTION 
This chapter outlines the overall research approach employed in this study. It 
includes a discussion of the research strategy, the research method, the population, 
sample, the research instruments, data collection and management methods, data 
analysis strategy, ethical considerations and the short-comings of the research 
method. The research purpose was to conduct an investigative study, by seeking 
responses from various stakeholders as to why Engcobo Local Municipality had 
failed in successfully implementing the Employment Equity Act. The study is 
exploratory and qualitative.  
The objectives of this study were:  
Phase 1:  
 To determine the status of the implementation of the Employment Equity Act 
at the Engcobo municipality;  
Phase 2  
 Guided by Hayes‟ generic process model of change, explore and describe the 
stakeholder perceptions of why the Employment Equity Act had not been fully 
implemented at the Engcobo Local Municipality; and  
 Generate recommendations from the various stakeholders and the literature 
to assist in turning Engcobo Local Municipality‟s situation around. 
The study was underpinned by the following two assumptions:  
 Current stakeholders in Engcobo Local Municipality may not necessarily 
possess the competencies necessary for the implementation of the 
Employment Equity Act; and  
 
 It was considered likely that if this was the case, it would influence the 
respondents‟ opinions on what it is that they thought were the reasons for 
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failure to fully implement the Employment Equity Act and what they would 
recommend be done to turn the situation around.  
The study was guided by the following research questions:  
a. What is the current status of the implementation of the Employment Equity Act 
at the Engcobo Local Municipality? 
b. What are the stakeholder perceptions as to why the Employment Equity Act 
has not been fully implemented at Engcobo Local Municipality? 
c. What are the barriers that hinder the full implementation of the Employment 
Equity Act? 
d. What are the mechanisms that the municipality can employ to turn the 
situation around? 
3.2 Research Strategy 
The research strategy followed in the study is depicted in the following framework 
below:  
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Figure 3.1: The Research Strategy 
A multi-staged research strategy as depicted in the diagram above was followed in 
order to consolidate existing knowledge on the implementation of the Employment 
Equity Act and then to expand upon that knowledge. This approach was preferred 
due to the necessity for the researcher to understand how far Engcobo Local 
Municipality had gone in the implementation of the Employment Equity Act prior to 
the in depth investigation. 
Saunders, Lewis and Thornhill (1997) portray a research strategy as the general 
plan of how a researcher goes about answering the set research questions. A two-
staged research strategy was adopted in this study. The first phase of the research 
was diagnostic and was aimed at informing the researcher about the present 
situation regarding the implementation of the Employment Equity Act in Engcobo 
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Local Municipality. This is consistent with Hayes‟ (2010) „diagnostic‟ stage in his 
Generic Model for Change. The second phase involved the designing and 
administration of the structured interview guide. The designing of the structured 
interview guide was informed by among others: 
 The researchers desire for a deeper understanding of the status quo 
supported by the opinions of the various municipal stakeholders. This is 
consistent with Hayes‟ diagnostic stage; 
 Hayes (2010) strongly recommends the involvement of a wide range of 
stakeholders who draw power from a variety of sources. The diversity of the 
sample interviewed is in keeping with this principle; 
 The questions raised with the respondents in the interview guide as to who 
the municipality should hold accountable for the non-implementation is 
consistent with Hayes‟ question of „Who should have management 
responsibility?‟ 
 The responses suggesting what needed to be done to turn the situation 
around provided a building block on which a strategy would be developed to 
rectify the situation. This is consistent with Hayes‟ planning and preparation 
for change. 
Using the findings in the diagnostic stage as a basis, the researcher refined the 
interview guide which was used to canvas the views of the various stakeholders 
(Councillors, Management, Key/Supervisory Employees and Organised Labour) as 
to their perceived reasons why the Municipality failed to fully implement the 
Employment Equity Act, perceived barriers which hindered the full implementation 
and what, in their opinion, needed to be undertaken to remedy the situation.  
Data collected through the administered interview guide was presented, analysed 
and conclusions drawn on the views advanced.  Based on the conclusions drawn 
and best practice gathered through the literature reviewed, recommendations are 
presented in this study.  A schematic illustration of the research strategy followed in 
this study and which is presented in Figure 3.1 is preferred, due to the similarities 
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between Hayes‟ Model and the Employment Equity Act process as depicted in the 
following comparison which the researcher adapted from Hayes‟ Model: 
 
Figure 3.2: A Comparison of Hayes Model with the Employment Equity Act Process 
 
As can be observed in the Figure 3.2 above, Hayes‟ „recognition of the need and 
start of the change process‟ are represented by the promulgation of the Employment 
Equity Act, 55 of 1998. The „diagnosis‟ in Hayes‟ model is represented by the 
analysis of policies, practices and work environment, in the Employment Equity 
implementation process. The „planning and preparation to change‟ in Hayes‟ model 
is the equivalent of the development of the Employment Equity plan in the 
Employment Equity implementation process. The implementation of the change 
process in Hayes can be paralleled with the implementation of the Employment 
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Equity Plan in the Employment Equity implementation process. Finally, the 
sustenance of change in Hayes‟ model is equivalent to monitoring and reporting in 
the Employment Equity implementation process. 
3.3 RESEARCH METHOD AND PROCEDURE 
3.3.1 Phase 1  
The first phase of the research which was conducted on the week of the 11th to the 
15th of April, 2011 was diagnostic and designed to inform the researcher about the 
present situation regarding the implementation of the Employment Equity Act in 
Engcobo Local Municipality. Bless and Higson-Smith (1995) argue that diagnostic 
evaluation is crucial in the planning of a new project. In the light of the foregoing 
contention, the researcher saw it necessary to precede the survey of stakeholders‟ 
opinions on the implementation of the Employment Equity Act with a diagnostic 
evaluation of the status quo. The following is the procedure which the researcher 
followed in instituting the diagnostic investigation: 
The researcher firstly, determined pertinent implementation requirements as 
stipulated in the Employment Equity Act. Once identified, the researcher developed a 
framework for a structured investigation. The fields as contained in the appended 
framework (Annexure1), were used as a basis for conducting the structured 
investigation and, where necessary, structured interviews. 
 An appointment was arranged with the Office of the Municipal Manager to have a 
Senior Manager available to assist with access to requisite documents. The Human 
Resources Officer was assigned the responsibility and the following areas were, inter 
alia, examined by the researcher following an interview with the Human Resources 
Officer: 
a. If the municipality was indeed a designated employer in terms of the Act; 
b. If the municipality had in place an Employment Equity Policy; 
c. If the municipality had in place and implemented an Employment Equity Plan in 
terms of the Act; 
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d. If the municipality had in place a functional consultative forum whose 
responsibility it was, to: 
i. Scrutinise human resources policies; 
ii. Examine municipal processes and practices for discriminatory inclinations; 
and 
iii. Monitor the implementation of the Employment Equity Plan and reporting 
thereof to the Department of Labour. 
All collected data was documented and presented in a report which is dealt with as 
part of the presentation of findings in Chapter Four of this study. 
3.3.2 Phase 2: Stakeholder perceptions   
Guided by Hayes‟ generic process model of change, phase 2 explored and 
described the stakeholder perceptions as to why the Employment Equity Act had not 
been fully implemented at the Engcobo Local Municipality. 
Using the findings from the diagnostic first phase of the study, the researcher 
developed an interview guide (Attached as Annexure 2) which was used to canvas 
the views of the various stakeholders (Councillors, Management, Key/Supervisory 
Employees and Organised Labour) as to the reasons why the Municipality failed to 
fully comply with the Act, perceived barriers which hindered the full implementation 
and what, in their opinion, needed to be undertaken to remedy the situation.  
Data collected through the administered interview guide is presented in Chapter Four 
of this study, analysed and conclusions drawn on the views advanced in Chapter 
Five.  Based on the conclusions drawn and best practice gathered through the 
literature reviewed, recommendations are proposed.  
3.3.2.1 Population and Sample selection  
De Vos (2000) defines a sample as a small portion of the total set of objects, events 
or persons which together comprise the subject of the study. For some research 
questions it is possible to survey an entire population as it may be of a manageable 
size, however, one should not assume that a survey will necessarily provide more 
useful results than a well-planned sample survey. Sampling provides a valid 
alternative to a census when: 
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a) It would be impractical for one to survey the entire population; 
b) Budget constraints may prevent a survey of the entire population; 
c) Time constraints may also prevent a survey of the entire population; and 
d) The researcher may have collected all the data and needs results quickly. 
For all research questions where it would be impractical for the researcher to survey 
the entire population, he or she may need to select a sample. This would be 
important whether one plans to conduct a qualitative or a quantitative research 
strategy. The researcher might only be able to obtain permission to collect data from 
two or three settings (Warr, Cook & Wal, 1979). 
In this study, the researcher defined the population to be surveyed as the   
municipality‟s Councillors, Management, Key/Supervisory Employees and Organised 
Labour as to what in their opinion were the reasons that led to the municipality failing 
to fully comply with the Employment Equity Act, perceived barriers which hindered 
the full implementation and what, in their opinion, could be done to remedy the 
situation.  
The reason why these groups were preferred was because of the following reasons:  
a) Management were directly involved with the implementation of the 
municipality‟s Employment Equity Act and should under normal circumstances 
have Employment Equity targets incorporated in their performance 
agreements; 
b) Due to the literacy levels and the fact that Key Employees and Junior 
Management were always involved with the implementation of their 
departments‟ strategic objectives, they were seen to be better placed to 
understand what the Employment Equity Act entailed and what Employment 
Equity targets had been set for their departments; 
c) Some of these Key Employees were appointed to specifically drive the 
operational and administrative aspects of the Employment Equity 
implementation and skills development facilitation; 
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d) Councillors, who collectively constituted the employer, had a legislative 
responsibility to both comply with the Employment Equity Act and monitor the 
municipality‟s progress towards the implementation of the Act and the 
attainment of the Employment Equity targets set in the municipality‟s 
Employment Equity Plan; 
e) Organised Labour, which is constituted of recognised labour unions were the 
legitimate and proportional representative of the municipality‟s workforce, 
especially the semi-skilled and the unskilled;  
f) Because of this obligation and the fact that they represented the sentiments 
and carried the mandate of their constituencies, the unions were in a better 
position to represent the perceptions of their members; 
g) Due to the employees‟ often low level of literacy and the likelihood that they 
might not fully understand the ins and outs of the Act, implications for failure 
to comply and the broader context which enabled the Act‟s implementation, 
the researcher saw it sufficient to source the collective perceptions of their 
representatives; and 
h) Females‟ views on why the municipality had failed to fully implement the 
Employment Equity Act might not be the same as those of males. This, it is 
assumed, would be influenced by their previous experience of exclusion, 
discrimination and marginalisation which affected them to a much greater 
extent than male respondents. For this reason, it was the researcher‟s view 
that it was of importance that female perceptions be examined and 
understood against this context.  
This view is supported by the following COSATU view when they stated that, 
“Woman‟s fate is bound up with that of the exploited male.  This is a fact. 
However, this solidarity, arising from the exploitation that both men and 
women suffer and that binds them together historically, must not cause us to 
lose sight of the specific reality of the woman‟s situation.  The conditions of 
her life are determined by more than economic factors, and that she is a 
victim of a specific oppression… It is true that both she and the male worker 
are condemned to silence by their exploitation.  But under the current 
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economic system, the worker‟s wife is also condemned to silence by her 
worker-husband.  In other words, in addition to the class exploitation common 
to both of them, women must confront a particular set of relations that exist 
between them and men” (COSATU, 2003). 
Table 3.1 gives a breakdown of the target population by category and gender. : 
TABLE 3.1: THE POPULATION BY MAJOR CATEGORIES AND GENDER  
CATEGORY  MALES % FEMALES % TOTAL 
Management 6 67% 3 33% 9 
Key Employees and  
Junior Management 
21 52.5% 19 47.5% 40 
Councillors 21 52.5% 19 47.5% 40 
Organised Labour 
Representatives 
4 80% 1 20% 5 
TOTAL 52 54% 42 46% 94 
 
The researcher proposed to follow a non-probability sampling approach as following 
a probability sampling might have led to the researcher experiencing problems 
especially where some of the planned respondents might not have been available to 
be interviewed. This might compromise the integrity and validity of the study (Leedy, 
1989; Mouton, 2001).  
The sample had elements of a quota, and convenience sampling approach as the 
researcher ensured that all the included persons and groups were represented in the 
sample. Assistance was provided to ensure that all approached respondents 
understood the rationale of the study, the importance of their participation and that of 
their honest and frank responses (Saunders, Lewis, & Thornhill, 1997). 
The total population selected consisted of ninety-four possible respondents in four 
categories, with 54% male and 46% females. 
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 TABLE 3.2: POPULATION AND SAMPLE BREAKDOWN 
CATEGORY  POPULATION PROPOSED 
SAMPLE 
FINAL SAMPLE 
INTERVIEWED 
M
A
L
E
S
 
F
E
M
A
L
E
S
 
T
O
T
A
L
 
S
A
M
P
L
E
 
M
A
L
E
  
F
E
M
A
L
E
  
M
A
L
E
S
  
F
E
M
A
L
E
S
  
T
O
T
A
L
  
Management 6 3 9 4 3 1 3 1 4 
Key Employees and  
Junior Management 
21 19 40 20 11 9 
11 9 20 
Councillors 21 19 40 20 10 10 21 19 40 
Organised Labour 
Representatives 
4 1 5 2 2 1 
1 1 2 
TOTAL 52 42 94 46 25 21 36 30 66 
The researcher aimed to conduct a structured interview on 46 respondents from the 
population.  
While the population gender breakdown on average was 54.5% males to 45.5% 
females, these ratios varied from sub-population to sub-population. For Councillors 
for instance, the male-female ratio was 52.5% males to 47.5% females, for the 
Organised Labour, only one (1) female out of four (4) males were reflected. This 
represented a ratio of 80% males to 20% females. The male-female ratio for 
Management was six (6) males to three (3) females representing 67% males to 33% 
female ratio. For Key Employees and Junior Management, there were twenty-one 
(21) males to nineteen (19) females. This represented a ratio of 52.5% males to 
47.5% females. 
The foregoing proportions were represented in the computed sample to ensure that 
each stratum was proportionally represented by gender. Whilst it would have been 
appropriate for the researcher to also reflect the racial breakdown of both the 
population and the sample, Engcobo Municipality had a predominantly African 
population with only one (1) Coloured employee out of 125 permanent employees. 
This representation, the researcher considered insignificant.  
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3.3.2.2 Research instrument  
The researcher followed a structured interview approach which allowed the 
interviewer to have control over the topics discussed and the format of the interview. 
Due to the structured nature of the interview, all the respondents were asked the 
same questions which made it easier for the researcher to analyse the information. 
Whilst the same questions were asked of all the respondents, the open-ended nature 
of the questions allowed for the respondents to give their independent responses to 
the questions. The questions included in the questionnaire did not allow for the 
respondents‟ personal opinions on the topic but limited them to responding to the 
questions advanced through the questionnaire (Bryman, 2001). 
The interview guide allowed for prompting where there was a need for a respondent 
to explain a given response to a question or recommend what needed to be done to 
remedy the situation. Whilst prompting was allowed, the interview guide required of 
the interviewer to adhere closely to the interview format so that the respondents did 
not give personal interpretation of the questions posed. This was achieved through 
the researcher limiting her personal verbal comments and non-verbal cues which 
could cause bias and influence the respondents‟ answers (David & Sutton, 2003). 
3.3.2.3 Data collection  
Bless and Higson-Smith (1995) argue that it is not always necessary to interview 
subjects one at a time. In many cases, they add, it may be useful to interview several 
people together. In the case of the representatives from Organised Labour, for 
instance, it was considered advantageous to interview the males as a group as they 
often worked and presented their views as a collective.  
The foregoing view was also held for Councillors whose views were presented as a 
collective. While this approach was favoured for Councillors and Organised Labour, 
the researcher was cautious of the fact that focus groups were groups of people 
assembled to participate in a guided discussion about a particular issue, or to 
provide views on a specific issue. Because of the importance of homogeneity in 
focus groups, the researcher kept them within the sample strata, that is, groups were 
not organised across categories, for instance, Councillors were not mixed with 
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Organised Labour. The researcher facilitated focus groups where these had been 
preferred. 
All 40 Councillors were interviewed in four focus groups during the week of the 18th 
to the 22nd of July 2011, as follows: 
Focus Group 1 Males 10 
Focus Group 2 Males 11 
Focus Group 3 Females 10 
Focus Group 4 Females 09 
The twenty Key Employees were interviewed individually during the following week 
(25th to the 29th of July 2011). Similarly, the two Organised Labour representatives 
who were male and female respectively were interviewed individually in spite of the 
fact they would have been interviewed as a focus group – had numbers allowed. 
Finally, three male and one female Manager were interviewed individually during the 
same period as the Key Employees and the Organised Labour representatives. 
Sixty-six (66) respondents were interviewed at the end – individually and in focus 
groups where this has been suggested.  The researcher took advantage of a Council 
meeting and hence the success in sourcing the opinions of all Councillors. The time 
which it took the researcher to complete an interview for a focus group ranged from 
an hour to two hours. Some of the reasons to which the delay in completing the 
interviews could be attributed are the fact that Councillors had to be restrained as 
they were often tempted to discuss the issues rather than respond to the questions. 
This temptation was however successfully managed. 
3.3.2.4 Data analysis  
Strauss and Corbin (1990) recommend the following steps when one analyses data. 
The researcher decided to follow the same steps due to their appropriateness to this 
study. The steps are as follows: 
Step 1: The responses were recorded during the interviews while the information 
was still fresh in the mind of the researcher (see Annexure 3).  
Step 2: A preliminary understanding of the data was reached by studying the 
relevant text, making initial analytical notes. 
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Step 3: Themes were generated from the data by organising the data through a 
process of question-by-question analysis, because this was deemed most 
appropriate for the research purposes. 
Step 4: A deeper understanding was obtained through the use of responses from 
follow up questions which had been asked of the respondents in cases where they 
had advanced insufficient responses. 
Step 5: The data were finally interpreted.  
3.3.2.5 Ethical considerations  
Among the ethical issues which the researcher considered during the planning and 
execution of the study were the following: 
 The confidentiality of the respondents‟ personal information and opinions was 
observed and confidential corporate information safe-guarded; 
 Information which the researcher obtained through the study was used only for 
the purpose of the study; 
 Whilst Engcobo Municipality is one of the researcher‟s clients, an undertaking 
was made to exchange the findings of the study at no cost; 
 The findings of this study are based on the information drawn from the 
respondents and none of it was fabricated or falsified by the researcher; and 
 A request was made and approved in writing by the Municipal Manager for the 
study to be conducted prior to its commencement. 
 
3.3.2.6 Short-comings and sources of error 
The following short-comings and sources of error in this study are noted and must be 
borne in mind:  
 
 This study was conducted at Engcobo Local Municipality which is not necessarily 
be representative of all South African municipalities; 
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 The information provided by the respondents constituted their personal opinions 
about the implementation of the Employment Equity Act at Engcobo Local 
Municipality. Employee subjectivity in reporting cannot be excluded and 
therefore, any generalisation should be exercised with caution; 
 It is difficult, if not at all impossible to make accurate predictions on the findings of 
a qualitative study which this study is; 
 It took more time to gather and analyse data during this qualitative study than 
would be the case if the study was conducted quantitatively. This was evidenced 
in the amount of time that was taken to interview the focus groups; 
 The results of a qualitative study are more likely to be influenced by the 
researcher‟s personal biases than is the case with quantitative research; 
 Although the researcher was cautious during the length of the study, interview-
guide-based data gathering method which was followed in this study, could lead 
to mono-method bias in the gathered responses. It is also well known that using 
one method of data gathering, as was the case with this study, could cause 
common method variance challenges; 
 Due to the unnatural setting during focus group interviews, participants usually 
know that they are being observed and as such this might have inhibited quieter 
participants; and 
 Due to the fact that data collected from focus groups is based on opinions of 
specific groups of persons operating within a specific environment and at a 
specific time, it becomes difficult to project findings from data collected from 
these groups.   
 Appropriate methods and procedures are used in Chapter Four of the study to 
analyse the data and the findings are validated against the research problem, 
questions and assumptions. Whilst the respondents presented various and diverse 
views on why the municipality failed to fully implement the Employment Equity Act, 
the researcher synthesised the findings into a composite re-statement of the problem 
and what needs to be done to turn the situation around in the subsequent chapters. 
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CHAPTER FOUR: RESULTS AND DISCUSSION  
4.1 INTRODUCTION 
In this chapter, information obtained from the two investigations conducted are 
presented, analysed and discussed. The demographic data included in the interview 
guide is not only to classify the respondents but also to scrutinise the demographic 
variations in the respondents‟ opinions.  
4.1.1 Phase 1: Data Presentation and Analysis from the Diagnostic 
Investigation 
The information collected in this phase was collected using Employment Equity 
Status Investigation Framework designed specifically for this purpose (Annexure 1). 
All collected data was documented and presented into the report as outlined in the 
section below. The framework focussed on ten areas under which the researcher 
sought to confirm the status quo, namely: 
a) Whether or not the municipality was a Designated Employer in terms of the 
Employment Equity Act, 55 0f 1998; 
b) Whether the municipality had an Employment Equity Policy in place; 
c) Whether the municipality had an Employment Equity Plan in place; 
d) If the municipality had a plan, whether or not it implemented the plan; 
e) Whether the Employment Equity Plan incorporated Affirmative Action 
interventions; 
f) Whether or not human resources policies were scrutinised as part of 
implementing the Employment Equity Plan; 
g) Whether or not process and practices were scrutinised as part of implementing 
the Employment Equity Plan; 
h) Whether or not Engcobo Local Municipality reported to the Department of Labour 
as stipulated in the Employment Equity Act; 
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i) Whether or not the municipality fulfilled its duty to inform in terms of the 
Employment Equity Act; and 
j) Whether or not the municipality fulfilled its duty to keep records in terms of the 
Employment Equity Act. 
Following are the findings from the preliminary/diagnostic investigation: 
a) The Duties of Engcobo Municipality as a Designated Employer 
It was established during the investigation that Engcobo Local Municipality is a 
Category B Municipality and was established on the 5th December 2000 in terms of 
the Provincial Proclamation Number 80 of the 27th September 2000. It is an 
amalgamation of the former town of Engcobo and its surrounding rural areas. 
Engcobo municipality is therefore a local sphere of government as propounded in the 
Constitution of the Republic of South Africa. It is a Designated Employer in terms of 
the Employment Equity Act, 55 of 1998 and as such is required to: 
i. Consult with its employees as required in Section 16 of the Act; 
ii. Conduct an analysis as required in Section 19 of the Act; 
iii. Prepare an Employment Equity Plan as required in Section 20 of the Act; and 
iv. Report to the Director-General of the Department of Labour on the progress 
made in implementing its Employment Equity Act as required in Section 21 of 
the Act. 
b) Duty to Consult with Employees 
Designated Employers are obliged in terms of Section 16 the Employment Equity Act 
to take reasonable steps to consult and attempt to reach agreement with employees 
or their nominated representatives from across all occupational categories and levels 
of the employer‟s workforce. Representation must include both the Designated as 
well as the Non-designated Groups. The employer must consult employees on the 
conduct of the analysis of employment policies, practices, procedures and the 
working environment in order to identify employment barriers which may adversely 
affect people from Designated Groups, the preparation and implementation of the 
Employment Equity Plan (EEP) and the preparation and submission of the 
Employment Equity Report. In this regard the Designated Employer must establish a 
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Consultative Forum which is often referred to as the Employment Equity Forum. The 
forum should represent a cross section of committed people from various levels and 
functions in the organisation and must have the right mix of skills.   
According to the information received from the Human Resources Officer of Engcobo 
Local Municipality and the documents perused, the municipality did not have an 
Employment Equity Forum in place.  
In terms of monitoring and reporting procedures that are included in the EEP 
adopted by Council and submitted to the Department of Labour the following forums 
are specified as being responsible for monitoring progress relating to the 
implementation of the Employment Equity Plan using the balanced score card:  
i. Management/Staff meetings  
ii. Employment Equity Forum 
iii. Local Labour Forum 
iv. Management Committee 
v. Finance and Corporate Services Standing Committee. 
The municipality did not have a Balanced Score Card in place. Whilst the forums 
cited above may be properly constituted for the purposes for which they were 
established, it must be noted that each of the forums has a specific mandate that 
does not include the monitoring of the progress in the implementation of the EEP. 
Whether or not their collaboration for the purpose of monitoring the progress of the 
implementation of the EEP satisfies the requirements of the Employment Equity Act, 
is a matter which is nowhere documented in the documents perused by the 
researcher during the investigation. 
According to the EEP, Management/Staff Meetings and the Employment Equity 
Forum are forums responsible for monthly monitoring of progress whereas the Local 
Labour Forum, Management Committee, Finance and Corporate Services Standing 
Committee and Council are responsible for monitoring progress quarterly. However, 
there was no evidence of such monitoring or evaluation of the implementation of the 
EEP taking place at any level.  
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According to the Human Resources Officer, the Employment Equity Plan was 
developed, presented to staff in a workshop, adopted by Council and submitted to 
the Department of Labour.   
c) Duty to Inform 
Designated Employers have a duty to inform employees by visibly displaying in the 
prescribed format a notice at the workplace where it can be seen and read by 
employees, informing them about the provisions of the Act. The employer should in 
each of its workplaces, place in prominent places that are accessible to all 
employees the most recent report submitted to the Director-General, any compliance 
order, arbitration award or order of the Labour Court concerning the provisions of the 
Act and any other information related to compliance with the Act. 
Copies of the Employment Equity Plan must be made available to employees for 
copying and consultation.  
The approved and submitted Engcobo EEP stipulates that the following methods of 
communicating the plan shall be used: 
 website;  
 notice boards;  
 staff meetings;  
 distribution of EEP booklets to all employees;  
 shop-stewards and employee representatives; and 
 email messages. 
Although the above stated methods were stipulated in the plan, there was no 
evidence that they were utilised in communicating the plan. 
The provisions of the Employment Equity Act and any other information related to 
compliance with the Act were not displayed in the premises of Engcobo Local 
Municipality. 
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d) Conduct an Analysis as Required in Section 19 of the Act; 
In terms of the Act, Designated Employers must collect information and conduct 
analysis of its policies, procedures, practices and the work environment with a view 
to identifying barriers which may adversely affect the employer‟s employment 
practices. Analysis of policies and processes was conducted by an independent 
service provider and recommendations on the remedying of the barriers and filling of 
the gaps identified were never implemented by the municipality.   
e) Develop and Submit an Employment Equity Plan 
The municipality had adopted a five (5) year (June 2010- June 2015) Employment 
Equity Plan and it was the first plan to be developed since the establishment of the 
municipality. The plan complied with Section 20 (2) of the Employment Equity Act. In 
terms of the Act the plan had to comply with the following: 
i. Specify the objectives to be achieved for each year of the plan; 
ii. State the Affirmative Action measures to be implemented; 
iii. Where underrepresentation of people for designated groups has been 
identified by the analysis, the numerical goals to achieve the equitable 
representation of suitably qualified people from designated groups within each 
occupational category and level in the workforce, the timetable within which 
this is to be achieved and the strategies intended to achieve those goals, 
must be included; 
iv. Include the timetable for each year of the plan for the achievement of goals 
and objectives other than numerical goals; 
v. Not be shorter than one year or longer than five years in duration; 
vi. Spell out the procedures that will be used to monitor and evaluate the 
implementation of the plan and whether reasonable progress is being made 
towards implementing Employment Equity; 
vii. Internal procedures to resolve any disputes about the interpretation or 
implementation of the plan must be stated; 
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viii. The persons in the workforce including senior managers, responsible for 
monitoring and implementing the plan. 
ix. Implementation of the Employment Equity Plan 
a) Designated Senior Manager/s 
The Act requires that Designated Employers assign a Senior Manager or Managers 
to take responsibility for implementing and monitoring of the Employment Equity 
Plan. The municipality did not comply with Section 24 (1) of the Act in that it failed to 
assign a Senior Manager to take responsibility for implementing and monitoring the 
municipality‟s Employment Equity Plan.   
b) Employment Equity Interventions 
i. Municipal Strategy 
Employment Equity was not even mentioned in the Integrated Development Plan of 
the municipality. There was no evidence of budget allocated for the implementation 
of the Employment Equity Plan.  
ii. Organisational Structure 
The municipality had not earmarked any vacant positions in the organisational 
structure that are meant to be filled by people from Designated Groups.  
iii. Systems 
Senior Managers who, in terms of Section 57 of the Local Government: Municipal 
Systems Act, 32 of 2000  are to sign performance agreements were not evaluated 
against the implementation of Employment Equity targets in their respective 
departments; their performance agreements did not have an objective relating to the 
implementation of the Employment Equity Plan.   
The performance management system is still only applicable to Senior Managers in 
terms of Section 57 of Local Government: Municipal Systems Act, 32 of 2000. Since 
the municipality did not have a performance management system for employees 
occupying positions that are below those of Senior Managers, it is not possible for 
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the municipality to assess the performance of employees in order to identify 
candidates for succession planning.  
The municipality did not have career pathing or a succession strategy in place. 
Implementing the afore-stated strategy can help the municipality in the placement of 
people from Designated Groups in vacant positions earmarked for that. 
 
iv. Skills  
The municipality had not done any competency profiling or in-depth skills audit of 
its employees. The municipality did not have accelerated development 
programmes that can be used to speed up competency development of 
Designated Groups. Although the municipality had an Acting Policy, there was no 
structured way in which employees from Designated Groups could be accorded 
opportunities to act or shadow in positions higher than those they occupied in order 
to develop them. 
v. Staffing  
The Act also obliges the Designated Employer to examine the existing staff profile 
within each occupational category and levels to identify the extent of non-
representativity. 
The information gathered enables the employer to determine the degree of 
underrepresentation of people from the Designated Groups in various occupational 
categories and levels with a view to remedying the underrepresentation. The 
researcher established that: 
 There were no measures in place to groom succession candidates for critical 
or higher posts.  
 Advertisements for positions did not specify that preference would be given to 
Designated Groups. 
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c) Duty to Keep Records 
The municipality has an obligation to establish and, for the prescribed period, 
maintain records in respect of its workforce, its Employment Equity Plan and any 
other records relevant to its compliance with the Act.  
There was no evidence of the municipality‟s proper keeping and maintaining of 
records relating to the Employment Equity and any other records relevant to its 
compliance with the Act. 
f) Summary of Findings 
It became evident following the investigation that the Employment Equity Plan, whilst 
in place and submitted to the Department of Labour, was not fully implemented by 
the Engcobo Local Municipality. The foregoing assumption is supported by inter alia, 
that: 
a) The municipality had not appointed assigned or designated a senior manager 
to monitor and implement its Employment Equity Plan; 
b) There was no consultative forum in place to specifically monitor the 
implementation of the Employment Equity Plan; 
c) The municipality did not have an Employment Equity policy in place to give 
effect to the Act; 
d) Such policies as the Performance Management, Training and Development, 
and Succession Planning, that would assist in the implementation of Employ 
Equity, were either not in place or not fully implemented; 
e) While the municipality had a once off information-sharing workshop on the 
Employment Equity Plan, there was no evidence of sustained communication 
of the Employment Equity Plan, Policy or Act; and 
f) Since the Employment Equity Plan was developed and submitted to the 
Department of Labour, the document was filed away and never revisited. 
4.1.1 Phase 2: Data Presentation and Analysis from the In-depth Interview 
Guide  
The discussion presented in this section of the chapter consolidates the responses 
and opinions of the interviewed respondents as outlined in Table 3.2. For practical 
 65 
 
purpose, questions that sought related responses are clustered to provide a fuller 
and complete discussion. 
4.1.1.1 Respondents‟ Characteristics 
The biographical characteristics of the respondents are presented in order to get a 
clear picture of the sample. Demographic information of the respondents is given in a 
tabular form. Demographic variables that were measured from the respondents were 
occupation, namely, Councillor, Management, Key Employees or Junior 
Management and Organised labour. Respondents were also classified by their 
gender. 
a) Distribution per Occupation 
Respondents were asked to indicate their current occupation. Four possible 
positions were given. These were Councillor, Management, Key Employees or 
Junior Management and Organised Labour. The distribution of the respondents who 
were interviewed is shown in Table 4.1 below. 
TABLE 4.1: DISTRIBUTION OF RESPONDENTS PER OCCUPATION AND GENDER  
OCCUPATION 
CATEGORY 
FREQUENCY PERCENTAGE MALE FEMALE 
Councillors 40 61% 21 19 
Management 4 6% 3 1 
Key Employees 20 30% 11 9 
Organised Labour 02 3% 1 1 
Total 66 100% 
36 
(54.5%) 
30 
(45.5%) 
b) Distribution by Gender 
The respondents‟ gender was also recorded. The gender distribution of the 
respondents is also shown in the table above.  
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4.1.1.2 Question Analysis  
 
In this section of the analysis, the researcher analyses each item in the 
questionnaire, observes and explains trends and tendencies. The influence of the 
descriptive data on the trends and tendencies is also understood and explained. The 
questionnaire which the researcher utilised in interviewing the individual respondents 
and focus groups was constituted of twelve items and is appended as Annexure 2. In 
this section of the study, the questionnaire items are presented and discussed. 
c) Item 1:  Why do you think that the Employment Equity Act has not been 
  fully implemented?  
While the respondents varied in the way they responded to this question, there 
seemed to be reluctance on the part of all the respondents to „point fingers‟ as to 
who was ultimately to blame for the non-implementation of the Employment Equity 
Act. The only exception can be observed where Councillors indicated „Management 
laxity‟ as the possible reason why the Employment Equity Act was not implemented. 
When probed to explain what they meant by „laxity‟, they explained this as the 
managers‟ lack of interest in their jobs resulting in leaving things for long unattended. 
Managers on the other hand cited „poor oversight‟ on the part of the Council. Probed 
further, managers explained Council‟s „poor oversight‟ as lack of capacity to exercise 
their oversight function as the employer. While the male component of Organised 
Labour stressed that the non-implementation did not amount to negligence on the 
part of anyone but „lack of knowledge‟, the female component and Key Employees 
only agreed with the lack of capacity to implement on the part of Council and 
Management. The variation in the opinions of the respondents, it is the researcher‟s 
view, can be attributed to what is perceived to be each of the stakeholders‟ 
responsibility relating to the implementation of the Employment Equity Act, namely, 
Council being regarded as „the employer‟ and Management being seen as the „body 
responsible for driving the implementation of the Act‟. 
Gender did not seem to have any significant impact on the opinions advanced by the 
respondents. 
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d) Item 2: Why has a Senior Manager not been designated to monitor and  
  implement its Employment Equity Plan? 
Opinions on this item varied from „don‟t know‟, „never advised‟ to „lack of insight on 
their responsibilities‟. While female Councillors blamed managers for not checking 
what other municipalities were doing, neither gender nor occupation played a 
significant role in influencing the opinions of the respondents. 
When asked what they thought should be done to turn the situation around, there 
was an overwhelming agreement among all groupings that the municipality must 
designate a Senior Manager as stipulated in the Employment Equity Act. The female 
component of Organised Labour added that there is a need to initiate a „change 
management intervention to mould the attitudes of stakeholders towards the 
implementation of the Employment Equity Act‟. 
e) Item 3: Why has a Consultative Forum not been established in compliance 
with Section 16 of the Employment Equity Act? 
Again, there was an overwhelming agreement among the respondent groupings that 
the reason why a Consultative Forum had not been established in compliance with 
Section 16 of the Employment Equity Act was due to Management and Council 
„incapacity‟, „ignorance‟, „not knowing what to do‟ or lack of oversight capacity on the 
part of Council. The female component of Organised Labour argued that Council 
tended to concentrate responsibilities on the Municipal Manager and did not allow 
him to delegate some of these responsibilities to the departmental managers. 
When asked what they thought should be done to turn the situation around, almost 
all respondent groupings agreed that all the stakeholders should be capacitated in 
the implementation of the Employment Equity Act. This was expressed in such 
statements as, „train everyone including Labour‟, „capacitate them by work shopping 
them using a competent facilitator‟, „Council must be work-shopped‟ and „bring 
someone knowledgeable to facilitate a capacitation process‟. 
f) Item 4: Why is there not an Employment Equity policy in place to give 
effect to the Act? 
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There were varied responses to this item where some respondents claimed not to 
know why the municipality did not have an Employment Equity Policy while others 
claimed that the municipality had the policy but simply failed to implement it. It is the 
researcher‟s view that those respondents who claimed that the Municipality had an 
Employment Equity Policy were referring to the Employment Equity Plan which had 
just been developed in response to the punitive action meted by the Department of 
Labour on the Municipality. 
When asked what needed to be done to turn the situation around, responses varied 
depending on whether or not the particular respondent thought the municipality had 
an Employment Equity Policy. Their responses for instance varied from „implement 
the policy as required by the Employment Equity Act‟ to „developing of an 
Employment Equity Policy is key‟. There was a strong call from both male and 
female Councillors that an Employment Equity Forum must be established to help 
monitor the implementation of the Employment Equity Act. 
g) Item 5: Why does the municipality not have or does not fully implement 
such policies as the Performance Management, Training and 
Development, and Succession Planning, that would assist in the 
implementation of employ equity? 
With the exception of female Key Employees who claimed that the failure to 
implement these policies was due to „the habit of non-compliance‟, the rest of the 
respondents attributed the failure to implement such policies, to the lack of 
understanding of the relationship between the Employment Equity Act 
implementation and such policies as the performance management, succession 
planning, training and development policies. 
When asked what it was that could be done to remedy the situation, all respondents 
expressed the need to capacitate stakeholders in the form of training or workshops. 
h) Item 6: Why does the municipality have no evidence of sustained 
communication of the Employment Equity Plan, Policy or Act? 
There was overwhelming evidence in the responses that no communication took 
place and hence no evidence could be found. The male component of Organised 
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Labour added that failure of the municipality to its stakeholders was due to 
„ignorance‟. 
When asked what could be done, respondents expressed various views ranging 
from, „the need to be serious about the implementation of the Employment Equity 
Act‟ to „capacitation of the stakeholders on the need to communicate‟. 
i) Item 7: Why has the municipality not capacitated stakeholders to be able to 
implement and monitor the implementation of the Employment 
Equity Plan? 
Male and female Councillors and Organised Labour were unanimous in their 
response to the item with both male and female Councillors responding that, „Council 
did not know who the municipal stakeholders were; there was a belief that the 
Employment Equity Forum needed external representation‟. Both male and female 
representatives of Organised Labour responded that, „everybody in the municipality 
needed capacitation‟. 
When asked what needed to be done to remedy the situation, responses ranged 
from the need for capacitation to the need to establish the Employment Equity Forum 
to monitor the implementation of the Employment Equity Act. Occupation and gender 
had no impact on the opinions of respondents. 
j) Item 8: Why has the municipality not incorporated Employment Equity 
targets in the senior managers‟ performance contracts? 
The respondents‟ opinions varied from, „they were not aware of the need‟ to the fact 
that the municipality did not have an Employment Equity Plan and hence no targets. 
Female Key Employees expressed that Management and Council had not really 
prioritised performance management. 
When asked what it was that needed to be done to remedy the situation, there was 
an overwhelming consensus that these targets should be incorporated in the 
managers‟ performance agreements for the current year (2011/2012). 
k) Item 9: Why has the municipality not developed a policy framework that 
outlines the relationship between the Employment Equity Policy 
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and such other policies as the Performance Management, Training 
and Development, and Succession Planning which are critical for 
successful implementation of the Employment Equity Plan? 
All respondents agreed that no one in the municipality understood the relationship 
between the Employment Equity Policy and other related policies. 
When asked what needed to be done to turn the situation around, again there was 
an overwhelming consensus that all stakeholders needed to be capacitated in the 
form of training and workshops. 
l) Item 10: Why has the municipality filed away the Employment Equity 
Plan and never revisited it?  
Respondents unanimously agreed that with the lack of capacity to implement the Act 
among all the stakeholders, no one would know what to do with the plan and hence 
the first response was to file it away. 
When asked what should be done to remedy the situation, responses varied, with 
Organised Labour suggesting capacitation, female Key Employees suggesting the 
„Enforcement of the implementation of the Employment Equity Act (EEA), Policy and 
Plan‟ and the male Key Employees suggesting that „the plan should be reviewed and 
rolled out‟. 
m) Item 11: Do you have anything further that you would like to add? 
To this last item: 
 Male Managers responded that: „Employment Equity Plan must be developed 
and executed accordingly‟; 
 Female Managers responded that: „Council and the Municipal Manager must be 
capacitated on the role they are supposed to play in terms of the EEA‟; 
 Key Employees (male and female) had nothing further to add; 
 Male Councillors responded that: „Enforce and incorporate in the Managers‟ 
Performance Agreements for 2011/2012; Council to render non-implementation 
punishable‟; 
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 Female Councillors responded that: „Municipality should hold the designated 
Manager and the Municipal Manager accountable to Council; Incorporate 
Employment Equity targets in their Performance Agreements; Cause non-
compliance to be punishable; If the municipality is again fined for non-compliance 
– surcharge and discipline the responsible managers‟; 
 Male Organised Labour representatives responded that: „There is a need for 
thorough capacitation of all the stakeholders on the contents of the EEA and 
implications for not complying with its provisions‟; and 
 Female Organised Labour representatives responded that: „Put an action plan in 
place and implement it on the EEA; Comply with all the aspects of the EEA; 
Explain the implications for non-compliance to Council; Include the 
implementation of the EEA in the Council Agenda; Incorporate into s57 
Managers‟ Performance Agreements; Appoint an IDP/PMS Manager; Cascade 
the PMS to levels lower that the s57 Managers‟. 
4.2 SUMMARY  
The approach which the researcher followed in presenting the results focussed 
mainly on outlining them as opposed to in-depth discussion. The results of the 
preliminary investigation were firstly presented and briefly discussed before the 
results obtained from the main research were presented. 
Each question from the interview guide was discussed separately, the responses 
outlined and pertinent statements made by some respondents cited. Discussion of 
the trends and possible explanation for the responses is dealt with in the following 
chapter. 
 
 
 
 
 72 
 
CHAPTER FIVE: MAIN FINDINGS, CONCLUSIONS AND 
RECOMMENDATIONS 
5.1 Introduction  
In this final chapter, the major findings of the study are discussed. The implications 
of the findings for Engcobo Local Municipality, contributions of the current study, 
recommendations to Engcobo Local Municipality and direction for future research 
are presented. 
The chapter is approached from three perspectives, namely, findings from the pre-
study investigation (status quo), findings from the reviewed literature and findings 
from the empirical study. 
5.2 Findings 
5.2.1 Perspective 1: Findings from the Pre-Study Investigation (Status Quo) 
Following the status quo investigation which the researcher conducted regarding the 
implementation of the Employment Equity Act by Engcobo Local Municipality, the 
following findings are outlined:  
  
a) the municipality had not appointed, assigned or designated a Senior Manager to 
monitor and implement its Employment Equity Plan; 
b) there was no Consultative Forum in place to specifically monitor the 
implementation of the Employment Equity Plan; 
c) the municipality did not have an Employment Equity policy in place to give effect 
to the Act; 
d) such policies as the Performance Management, Training and Development, and 
Succession Planning, that would assist in the implementation of Employment 
Equity, were either not in place or not fully implemented; 
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e) while the municipality had a once off information-sharing workshop on the 
Employment Equity Plan, there was no evidence of sustained communication of 
the Employment Equity Plan, Policy or Act; and 
f) since the Employment Equity Plan was developed and submitted to the 
Department of Labour, the document was filed away and never revisited. 
5.2.2 Perspective 2: Findings from the Reviewed Literature 
a) It transpired during the review of literature that various countries followed 
different models in the formulation and implementation of their Employment 
Equity depending on the peculiarity of the particular country and challenges 
which led to the country implementing Employment Equity; 
b) It also transpired that South Africa had modelled its Employment Equity on the 
Canadian Model. Whether or not the Canadian Model was the best and 
appropriate choice for South Africa is a matter which can be dealt with in 
another research; 
c) In the researcher‟s attempt to align the South African Employment Equity 
framework with a change management model it became apparent that Hayes‟ 
Generic Change Management Model was the most appropriate model against 
which Employment Equity implementation in South Africa could be viewed as 
a change management intervention. Figure 3.2 of this study demonstrates this 
alignment; 
d) The researcher established through the review of literature that there existed 
barriers which had caused South African organisations to struggle in 
implementing Employment Equity and in the process did not perform well in 
retaining persons from the Previously Disadvantaged Groups. Some of the 
cited barriers are: 
i. Low commitment to Employment Equity from Top Management with „lip 
service‟ by leadership about the need for Employment Equity; 
ii. Ineffective consultation and communication around Employment Equity 
implementation and progress; and  
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iii. A lack of cultural awareness programmes and organisational culture 
that values diversity. (Booysen, 2007). 
5.2.3 Perspective 3: Findings from the Empirical Study 
Consolidated themes that emerged from individual and focus groups interviews are 
presented below. The frequency counts were derived from the analysis of data 
elicited during the individual and focus groups interviews. The following four themes 
emerged as the data was examined: 
The questions posed at the respondents were two pronged. The first part of the 
question related to why, in the opinion of the respondent, an aspect of the Act had 
not been implemented. The second part related to what could be done, in the 
respondent‟s opinion, to turn the situation around. Two broad themes emerged from 
the first part of the questions, namely: 
Theme 1: Municipal stakeholders are incompetent 
Theme 2: Municipal stakeholders are either lax or irresponsible  
As the suggested remedies were examined, two more themes emerged as means by 
which the status quo could be remedied, namely: 
Theme 3: Capacitate stakeholder  
Theme 4: Take punitive action against responsible persons 
The frequency of each theme is discussed for each item in the questionnaire used 
for the empirical study. 
a) Theme 1:  Municipal stakeholders are incompetent 
Out of the 88 times that the respondents had expressed their opinion as to why the 
municipality had failed to successfully implement an aspect of the Employment 
Equity Act, incompetence was cited 58 out of the 88 times as the reason why the 
municipality had failed. This constitutes 66% of the responses. Various statements 
were made as discussed in Chapter Four of this study. This opinion is further 
strengthened by Organised Labour‟s response to the question when their opinion 
was sought as to “Why do you think that the Employment Equity Act has not been 
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fully implemented?” While the rest of the respondents cited such causes as „lack of 
insight‟, „....needed capacitation‟, Organised Labour specifically stated that it was, 
“Lack of knowledge and not negligence”. The emphasis that it was not negligence 
was an expression of how convinced Organised Labour was that it is incompetence.  
b) Theme 2:  Municipal stakeholders are either lax or irresponsible 
Various statements were made by the respondents that apart from being 
incompetent, failure to implement some aspects of the Employment Equity Act could 
be attributed to “laxity”, “dereliction of duty”, “usual habit of non-compliance” or 
“simple failure”. Of the 88 instance where the respondents were asked to express 
their opinions on why the municipality had failed to implement some aspects of the 
Employment Equity Act, 30 times they cited „laxity of irresponsible behaviour‟ as the 
reason to which the failure could be attributed. This constitutes 34% of the 
responses from both the individual and focus groups interviews. 
c) Theme 3:  Capacitate stakeholder 
Themes 3 and 4 consolidated the responses on what the respondents felt should be 
done to remedy the situation. The two themes (3 and 4) talk to the first two themes 
where reasons for perceived failure to implement were expressed. 
In response to Theme 1 where the respondents indicated „incompetence‟ as the 
cause, „capacitation‟, „support‟, „training‟, „help‟, etc, were suggested to turn the 
situation around. Of the 88 instance where the respondents were asked to express 
their opinion on what they thought should be done to remedy the situation, in 58 
times they suggested the development of the capacity of the involved stakeholders. 
By stakeholders they included Management, Councillors, Key Employees and 
Organised Labour. The 58 times where the respondents suggested capacitation of 
the stakeholders constitutes 66% of the responses. 
d) Theme 4:  Take punitive action against responsible persons 
It was the researcher‟s observation, backed by the respondents‟ opinions that where 
the respondents had cited incompetence as the cause for failure to implement the 
Employment Equity Act, there was a suggestion to capacitate the stakeholders. 
Equally, where the respondents had cited irresponsible behaviour or laxity as the 
 76 
 
cause for failure, punitive action was recommended to rectify the situation. In 30 of 
the of the 88 times where the respondents were requested to recommend what 
needed to be done to remedy the situation, they recommended punitive action in 
statement s like, „make people comply immediately‟, „Inspector of the Department of 
Labour must do their job‟, „cause them to focus and be serious‟ and „enforce the 
implementation of the Employment Equity Act‟. This constituted 34% of the total 
recommendations on what needed to be done to turn the situation around. 
5.2.4 Evaluation of the Study Assumptions 
The purpose of this study was to explore stakeholder perceptions of why Engcobo 
Local Municipality had not successfully implemented the Employment Equity Act. 
The assumptions which underpinned the study are discussed below:  
Assumption 1: Current stakeholders in Engcobo Local Municipality may not 
necessarily possess the competencies necessary for the 
implementation of the Employment Equity Act.  
Fifty-eight out (58) of 88 responses confirmed that indeed the stakeholders who were 
responsible for the implementation of the Employment Equity Act were incompetent. 
Assumption 2:   It was considered likely that if this was the case, it would influence 
the respondents‟ opinions on what it was that they would 
recommend be done to turn the situation around.  
Fifty-eight out (58) of 88 responses concurred and concomitantly recommended that 
in the 58 instances where incompetence was cited, stakeholders should be 
capacitated. The concurrence confirms the above assumption that where 
incompetence was cited it was likely that capacitation would be recommended. 
5.3 Conclusions and Recommendations 
Recommendations for future research may be that the results of this study can 
benefit other municipalities in the implementation of the Employment Equity Act. 
Furthermore, the Department of Labour could take cue on the reasons that led to 
municipalities failing to implement the Act and build these reasons into their 
Implementation Monitoring Framework. As the Employment Equity Act is applicable 
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across industries, it is recommended that future studies include other industries to 
facilitate generalisation. Also, a later repetition of this study could indicate whether or 
not the situation at Engcobo Local Municipality has improved following the 
implementation of the recommendations in this study. It can therefore be concluded 
that the approach adopted in this study was ideal for exploring the perceptions of 
stakeholders regarding the implementation of the Employment Equity Act at 
Engcobo Local Municipality; however, further research would be beneficial to 
broaden understanding of the implementation of Employment Equity in the municipal 
industry. 
5.4 Significance of the study 
The results of this study contributes to the implementation of the Employment Equity 
Act at Engcobo and possibly the recommendations can be cautiously generalised to 
other small municipalities. Should gaps be discovered, the findings and 
recommendations may even be extended to include additional steps that need to be 
added to the overall guidelines in the implementation of the Employment Equity Act.  
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Annexure 1: Engcobo Employment Equity Status Investigation Framework 
 
FIELDS OF ENQUIRY QUESTIONS  YES NO 
     
Is the municipality a 
designated employer 
Registered as a municipality? Date 
of establishment-proof of 
establishment - gazette 
   
     
 Has more than 50 employees    
     
Equity Policy Is it adopted by Council?    
     
 Resolution Number:    
     
 Is it implemented? (proof of 
implementation) 
   
     
Employment Equity Plan 
(EEP) (peruse the plan) 
Is it compliant with the Act? 
 
   
 Is it the first one since the 
establishment of the municipality? 
(if not get copies of previous plans) 
 
   
 Does it have timeframes?    
     
 Does it have targets – qualitative 
and quantitative? 
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
     
 Does it incorporate dispute 
resolution mechanisms? 
   
     
 Does it include a communication 
strategy? 
   
     
 Is it adopted by Council? (proof e.g. 
minutes of the Council meeting/ 
resolution number) 
   
     
 Is it properly signed by the 
Employment Equity Forum, 
Municipal Manager and Union 
Representatives? 
   
     
 Was it submitted to the Department 
of Labour? 
   
     
 Is it included in the Integrated 
Development Plan of the 
municipality (IDP) 
   
     
 Has the municipality allocated a 
budget for EEP implementation? 
   
     
Employment Equity Plan 
(EEP) implementation 
Is there a manager designated as 
an Employment Equity Manager? 
(proof of appointment-letter of 
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
appointment as a designated 
manager) 
     
 Is the manager active? (proof)    
     
 Does the manager know his/her 
roles such as monitoring and 
implementing EEP- s24 of the 
Employment Equity Act? 
   
     
 Did the manager receive training on 
his/her roles? 
   
     
 Does the manager have the 
authority to act on Employment 
 Equity issues? 
   
     
 Is there an Employment Equity 
Forum (EEF)? If not what forum is 
there? 
   
     
 Is the EE Forum properly 
constituted in line with legislation – 
i.e. representation to include 
unions, race, gender and non-
designated groups? (proof, that is, 
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
get members‟ profiles) 
     
 Does the forum have a constitution 
which stipulates its terms of 
reference? (get proof) 
   
     
 Is the EE Forum functional? If yes 
provide proof such as agenda 
items, minutes of meetings, 
standing meetings etc. (check how 
often do they meet a year and 
scrutinise minutes (discussions on 
should include qualitative and 
quantitative targets) 
   
     
 Is the EEF trained – do they know 
their roles and are they conversant 
with Employment Equity legislation? 
   
     
Affirmative Action  
Interventions 
Are there positions that are 
earmarked in the organisational 
structure for people from 
designated groups? 
   
     
 Does the municipality have systems 
or strategies for career pathing or 
succession? 
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
     
 Does the municipality have an 
appraisal or performance 
management system in place? 
   
     
 Is there an accelerated 
development program for 
Affirmative Action candidates? 
(proof) 
   
     
 Are AA candidates given 
opportunity to act or shadow in 
higher positions? 
   
     
     
Scrutiny of HR policies  Were HR policies tabled before the 
EEF for scrutiny? Policies such as 
the following: 
- Recruitment  
- Disciplinary 
- Grievance 
- Training Policy etc 
   
     
Processes and Practices Is the EEF involved in the 
appointments and promotion 
processes,  
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
     
Reporting to labour How regular do they report (get 
copies of all reports From the first 
one and check format)? 
   
     
 Are there any written comments 
from labour (get all letters from 
Department of Labour) 
   
     
 Are there Auditor Generals 
comments about the Employment 
Equity reports and audit reports? 
   
     
 Has the municipality responded to 
all comments from Department of 
Labour? 
   
     
     
Duty to inform-  section 
25 of the Act 
Is the EE Plan displayed at the 
workplace where it can be read by 
all employees? 
   
     
 Recent report – is it displayed for all 
employees to read? Is it in the 
correct format and in what 
languages? 
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FIELDS OF ENQUIRY QUESTIONS  YES NO 
 Is the compliance order from labour 
displayed?  
Are arbitration awards displayed? 
(get copies of all) 
   
     
Duty to keep records Are the records of the workforce 
and EEP and others in line with EE 
Act kept and maintained properly? 
(get proof) 
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Annexure 2: Interview Guide 
 
Part A: BIOGRAPHICAL INFORMATION: 
The information requested in this section of the interview guide is important to 
contextualise the data provided in Part B of the interview guide. Please read the 
categories of biographical information requested below and place an X mark 
opposite the category that best describes the focus group being interviewed. Such 
information as people‟s names is not important and as such has not been requested. 
Gender information requested is purely for statistical purpose and not meant to 
discriminate. 
FOCUS GROUP 1 
COUNCILLORS 
 
Male:   
   
Female:   
FOCUS GROUP 2 
ORGANISED LABOUR Male   
   
Female   
INDIVIDUAL INTERVIEWS 
   Male  Female 
      
  Management:    
      
  Key Employees and  Junior 
Management 
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Section 1 
 
# QUESTION RESPONSE 
1.1 Why do you think that the Employment Equity Act has not 
been fully implemented?  
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
............................................................................................................... 
Section 2 
In this section we are going to discuss specific issues related to the implementation of the EEA and I want you to think first of barriers and 
then things that we can do, moving forward  
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# QUESTION RESPONSE 
2.1 Why has a senior manager not been designated to 
monitor and implement its Employment Equity Plan? 
 
RESPONSE: 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
.......................................................................................... 
...........................................................................................
.......................................................................................... 
...........................................................................................
..........................................................................................    
What do we need to do going forward? 
 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................ 
2.2 Why has a Consultative Forum not been established in 
compliance with Section 16 of the Employment Equity 
Act?  
What do we need to do going forward? 
 
................................................................................................................
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# QUESTION RESPONSE 
 
RESPONSE: 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
.......................................................................................... 
    
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................ 
................................................................................................................
................................................................................................................
................................................................................................................
............................................................................................................... 
2.3 Why is there not an Employment Equity policy in place to 
give effect to the Act?  
 
RESPONSE: 
...........................................................................................
.......................................................................................... 
...........................................................................................
........................................................................................... 
What do we need to do going forward? 
 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
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# QUESTION RESPONSE 
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
..........................................................................................     
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
............................................................................................................... 
2.4 Why does the municipality not have or does not fully 
implement such policies as the Performance 
Management, Training and Development, and 
Succession Planning, that would assist in the 
implementation of employ equity?  
 
RESPONSE: 
...........................................................................................
.......................................................................................... 
...........................................................................................
What do we need to do going forward? 
 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
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# QUESTION RESPONSE 
.......................................................................................... 
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
.........................................................................................  
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
............................................................................................................... 
2.5 Why does the municipality have no evidence of 
sustained communication of the Employment Equity 
Plan, Policy or Act?  
 
RESPONSE: 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
.......................................................................................... 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
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# QUESTION RESPONSE 
...........................................................................................
..........................................................................................  
................................................................................................................
............................................................................................................... 
2.6 ...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
......................................................................................... 
...........................................................................................
...........................................................................................
......................................................................................... 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
What do we need to do going forward? 
 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
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# QUESTION RESPONSE 
...........................................................................................
........................................................................................... 
................................................................................................................
................................................................................................................ 
2.7 Why has the municipality not capacitated stakeholders to 
be able to implement and monitor the implementation of 
the Employment Equity Plan?  
 
RESPONSE: 
...........................................................................................
...........................................................................................
........................................................................................... 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
...........................................................................................
What do we need to do going forward? 
 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
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# QUESTION RESPONSE 
........................................................................................... ................................................................................................................ 
2.8 Why has the municipality not incorporated Employment 
Equity targets in the senior managers‟ performance 
contracts?  
 
RESPONSE: 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
........................................................................................... 
What do we need to do going forward? 
 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
............................................................................................................... 
2.9 Why has the municipality not developed a policy 
framework that outlines the relationship between the 
Employment Equity Policy and such other policies as the 
Performance Management, Training and Development, 
and Succession Planning which are critical for successful 
What do we need to do going forward? 
 
................................................................................................................
.............................................................................................................. 
................................................................................................................
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# QUESTION RESPONSE 
implementation of the Employment Equity Plan?  
RESPONSE: 
........................................................................................... 
........................................................................................... 
........................................................................................... 
........................................................................................... 
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................ 
2.10 Why has the municipality filed away the Employment 
Equity Plan and never revisited it?  
 
RESPONSE: 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
........................................................................................... 
...........................................................................................
...........................................................................................
.......................................................................................... 
...........................................................................................
...........................................................................................
...........................................................................................
What do we need to do going forward? 
 
................................................................................................................
.............................................................................................................. 
................................................................................................................
............................................................................................................... 
................................................................................................................
............................................................................................................... 
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
................................................................................................................
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# QUESTION RESPONSE 
........................................................................................... ................................................................................................................ 
Section 3 
3.1 Do you have anything further that you would like to add?  
 
RESPONSE: 
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
...............................................................................................................................................................................................................
............................................................................................................................................................................................................... 
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ANNEXURE 3: SUMMATION OF RESPONSES 
 
ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
SECTION 1 
1.1 Why do you 
think that the 
Employment 
Equity Act 
has not been 
fully 
implemented
? 
Disregard and 
unwillingness 
Poor 
Oversight by 
Council 
Municipality 
has been 
without EEP 
for a long 
time. Not 
taking EEA 
seriously. 
Management 
is both 
reluctant to 
change as 
well as not 
conversant 
with the 
transformatio
n needed in 
EEA 
Managers 
lax. Did 
not have a 
policy. Do 
not have 
capacity 
due to 
among 
others, 
deployme
nt of 
unskilled 
people. 
Managers 
lax but 
women also 
under-
estimated 
and 
stigmatised 
Lack of 
Knowledge 
and not 
negligence 
Shortage of 
skills 
necessary for 
the 
implementatio
n of the EEA 
SECTION 2 
2.1 Why has a 
senior 
manager not 
been 
designated to 
Do not know. Never 
advised 
Challenges 
and 
interference 
on 
employment 
Management
‟s habit of 
non-
compliance 
Too 
dependent 
on service 
provider to 
capacitate 
Managers 
do not 
benchmark 
with other 
municipalitie
Lack of 
insight 
Council 
lacked insight 
on their 
responsibility 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
monitor and 
implement its 
Employment 
Equity Plan? 
procedures them s 
What do we 
need to do 
going 
forward? 
Make people 
understand 
the 
implications 
Appoint a 
Municipal 
Manager and 
Capacitate 
him/her 
Monitor the 
implementatio
n of the EEA 
and adhere to 
its principles 
The 
municipality 
must comply 
immediately 
Designate 
the 
Municipal 
Manager 
Designate 
the 
Corporate 
Services 
Manager 
and hold the 
Municipal 
Manager 
accountable 
They need 
capacitation 
Institute a 
change 
management 
intervention to 
make them 
understand 
and mould 
their attitude 
2.2 Why has a 
Consultative 
Forum not 
been 
established in 
compliance 
with Section 
16 of the 
Employment 
The 
Municipality 
was just told 
by the service 
provider – no 
emphasis was 
made 
Lack of 
oversight on 
the part of 
Council 
Ignorance on 
the part of the 
municipality 
Non-
compliance 
due to 
ignorance 
Did not 
know 
Did not 
know 
No one knew 
what to do 
All the EEA 
implementatio
n 
responsibilitie
s have been 
concentrated 
on the 
Municipal 
Manager. 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
Equity Act?  There was no 
delegation 
and hence the 
failure. 
What do we 
need to do 
going 
forward? 
Bring 
someone 
knowledgeabl
e to facilitate 
a capacitation 
process 
Council must 
be work-
shopped 
Capacitate 
them by work 
shopping 
them using a 
competent 
facilitator 
Inspectors 
from the 
Department 
of Labour 
must do their 
job 
Council 
must 
resolve 
with TOR 
and a 
clear 
mandate 
to the EEF 
outlining 
their 
authority 
and legal 
obligations
; 
Commissi
on a 
researcher 
to propose 
a way 
Council 
must 
resolve with 
TOR and a 
clear 
mandate to 
the EEF 
outlining 
their 
authority 
and legal 
obligations; 
Commission 
a 
researcher 
to propose 
a way 
forward and 
assistance 
Training of all 
involved 
including 
Labour 
A Senior 
Manager must 
be designated 
in line with the 
EEA 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
forward 
and 
assistance 
where 
need be. 
where need 
be. 
2.3 Why is there 
not an 
Employment 
Equity policy 
in place to 
give effect to 
the Act?  
Do not know – 
perhaps 
Council would 
respond 
better 
We do have it 
but just not 
implemented 
Lack of 
capacity 
The EEP 
was 
developed 
last year, the 
next step is 
to develop 
EE policy 
We just 
have had 
the policy 
and have 
not 
implement
ed it yet 
We just 
have had 
the policy 
and have 
not 
implemente
d it yet 
Who would 
develop it if 
nobody had 
capacity or 
insight to do 
so? 
The 
Municipality in 
my opinion 
has a policy 
but have just 
failed to 
implement it. 
What do we 
need to do 
going 
forward? 
Talk with and 
make them 
understand 
Implement 
the policy as 
required by 
the EEA. 
Capacitate 
them 
Developing 
of the EEP is 
key 
Establish 
EEF and 
have it 
operationa
l by 
August 
2011 
Establish 
EEF and 
have it 
operational 
by August 
2011 
Train 
everybody. 
Improve 
capacity to 
implement the 
EEA. 
2.4 Why does the 
municipality 
not have or 
The 
municipality – 
I think does 
The 
municipality 
does 
They do not 
understand 
the 
Habit of non-
compliance 
Municipalit
y has a 
backlog in 
We did not 
know the 
relationship 
There is no 
capacity in 
the 
There is a 
serious lack of 
capacity at all 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
does not fully 
implement 
such policies 
as the 
Performance 
Management, 
Training and 
Development, 
and 
Succession 
Planning, that 
would assist 
in the 
implementati
on of employ 
equity?  
not 
understand 
the 
importance of 
such policies 
implement 
such policies 
but there is 
no coherence 
with the EEA  
relationship 
among the 
policies 
the 
implement
ation of all 
policies 
between the 
EE Policy 
and other 
policies 
municipality 
to do so. 
levels. 
What do we 
need to do 
going 
forward? 
Capacitate 
them 
Establish the 
link through 
capacitation 
by a 
competent 
advisor 
Workshop all 
stakeholders 
They need to 
be educated 
on the 
relationships 
between 
these 
policies 
Reconstitu
te the 
workshop 
that was 
conducted 
by the 
researcher 
We need a 
workshop to 
train all 
stakeholder
s on the 
implementat
ion of the 
Capacitate 
Management
, staff and 
Organised 
Labour. 
Capacitate 
Management, 
Staff And 
Organised 
Labour. 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
on policies 
in Cintsa; 
Invite all 
stakehold
ers and 
clarify 
their 
responsibil
ities and 
roles 
regarding 
the EEA 
EEA and 
relevant 
policies; 
stressing 
the 
relationship
s and how 
the policies 
will help 
remove the 
stigma on 
women and 
prepare 
them for 
succession 
2.5 Why does the 
municipality 
have no 
evidence of 
sustained 
communicatio
n of the 
Employment 
The 
municipality 
has not really 
concentrated 
on the 
implementatio
n of the EEA 
It is because 
the 
municipality 
does not 
have an EEF 
to use as a 
platform to 
spring the 
Because no 
communicatio
n ever took 
place 
Because 
they do not 
communicate 
There has 
not been 
any 
communic
ation 
No 
communicat
ion took 
place 
Because they 
never 
communicate
d due to 
ignorance 
Because no 
communicatio
n took place 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
Equity Plan, 
Policy or Act?  
communicatio
n 
What do we 
need to do 
going 
forward? 
They need to 
be serious 
and focus 
Establish an 
EEF in line 
with the EEA. 
Develop and 
implement a 
communicatio
n plan 
Communicat
e with all 
stakeholders 
regularly and 
comprehensi
vely 
There 
must be 
regular 
informatio
n sharing 
sessions 
and 
progress 
on the 
implement
ation of 
the EEA; 
Managers 
must keep 
record of 
the 
progress 
achieved 
as they 
currently 
do not 
The EEF 
which must 
be 
established 
must have 
clear terms 
of 
reference, 
annual 
meeting 
schedule, 
clear 
agenda and 
a record of 
minutes and 
recommend
ations 
Capacitation 
of all involved 
Capacitate 
the 
stakeholders 
first so that 
they are able 
to 
communicate 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
2.6 Why has the 
municipality 
not 
developed 
and 
implemented 
mechanisms 
to help 
employees 
cope with the 
implications 
of 
Employment 
Equity?  
Employees 
are also 
reluctant 
sometimes to 
acquaint 
themselves 
with the equity 
There is no 
EEF 
Because they 
need help 
themselves 
Because 
managers 
need help 
themselves 
before they 
can develop 
and 
implement a 
mechanism 
to help other 
Managem
ent 
seemingly 
did not 
know the 
implication 
for non-
complianc
e with the 
EEA 
There was 
no 
implementat
ion capacity 
and as such 
no efforts 
could be 
effected to 
help 
employees 
understand 
the 
implications 
Because they 
to be helped 
themselves 
Because they 
to be helped 
themselves 
What do we 
need to do 
going 
forward? 
Ensure that 
the 
employees 
understand 
the 
implications 
Establish the 
EEF as a 
matter of 
urgency 
Capacitate 
them 
There is a 
need for a 
comprehensi
ve education 
of all 
stakeholders 
on the EEA 
and the 
consequence
Council 
needs to 
monitor 
complianc
e with all 
legislation 
which is 
currently a 
target in 
We need to 
have quotas 
for youth, 
disabled, 
women and 
clear 
deviations 
policy 
supported 
All the 
stakeholders 
(Council, 
Management
, Staff and 
Labour) need 
capacitation. 
All the 
stakeholders 
(Council, 
Management, 
Staff and 
Labour) need 
capacitation. 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
s for non-
compliance 
the PAs of 
managers; 
Appoint 
the MM 
and 
normalise 
tenure 
which has 
been 
pending 
close on 
two years 
by the EEF. 
2.7 Why has the 
municipality 
not 
capacitated 
stakeholders 
to be able to 
implement 
and monitor 
the 
implementati
on of the 
Lack of 
understanding 
There is no 
EEF to 
facilitate that 
role and 
where all the 
stakeholders 
would be 
represented 
They need 
capacitation 
first so that 
they can 
capacitate the 
rest of the 
stakeholders 
Because 
Management 
and the rest 
of the 
leadership 
must be 
capacitated 
first 
Council 
did not 
know who 
the 
stakehold
ers are; 
There was 
a belief 
that the 
EEF 
needed 
Council did 
not know or 
understand 
who the 
stakeholder
s are and 
even 
thought at 
some point 
that there 
was a need 
Because they 
needed to be 
helped 
themselves 
Because they 
needed to be 
helped 
themselves 
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ITEM ITEM 
DESCRIPTIO
N 
MANAGEMENT KEY EMPLOYEES AND 
JUNIOR MANAGEMENT 
COUNCILLORS ORGANISED LABOUR 
REPRESENTATIVES 
MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
Employment 
Equity Plan?  
external 
representa
tion 
for external 
representati
on 
What do we 
need to do 
going 
forward? 
Capacitate 
them 
Establish the 
EEF as a 
matter of 
urgency 
Workshop 
them 
They must 
be 
capacitated 
and the 
training rolled 
out to the 
rest of the 
stakeholders 
Constitute 
EEF and 
train them; 
Council 
must 
resolve in 
its next 
meeting 
Have a 
clear 
constitution 
of the EEF 
which must 
stipulate not 
only the 
functioning 
but also the 
formation 
and 
membership 
of the EEF. 
All the 
stakeholders 
(Council, 
Management
, Staff and 
Labour) need 
capacitation. 
All the 
stakeholders 
(Council, 
Management, 
Staff and 
Labour) need 
capacitation. 
2.8 Why has the 
municipality 
not 
incorporated 
Employment 
Equity targets 
Do not think 
they are 
aware 
The Municipal 
manager and 
Council have 
not played 
their role 
Because for a 
long time 
there was no 
Employment 
Equity Plan 
and hence no 
Leadership 
has not really 
prioritised 
performance 
management 
There was 
no EEP 
and hence 
no targets 
There was 
no EEP and 
even when 
we had it, it 
was never 
implemente
That is for 
Council to 
answer but I 
think it was 
due to their 
lack of 
It is not long 
that the 
Municipality 
has had the 
EEP. Maybe 
now that we 
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MALE FEMALE MALE FEMALE MALE FEMALE MALE FEMALE 
in the senior 
managers‟ 
performance 
contracts? 
targets d knowledge. have it 
Council as the 
employer will 
consider 
incorporating 
it. 
What do we 
need to do 
going 
forward? 
Convene an 
awareness 
workshop 
Capacitate 
both on the 
role they are 
expected to 
play in terms 
of the EEA. 
Incorporate in 
the 2011/2012 
performance 
targets 
Incorporate 
EE targets in 
the 
2011/2012 
performance 
targets for 
managers 
Incorporat
e in the 
PAs for 
2011/2012 
for the 
managers 
Incorporate 
EE targets 
in the 
2011/2012 
PAs for s57 
Managers 
Capacitate 
the Council 
on their 
responsibility 
and 
consequence
s for not 
complying 
with the EEA. 
Incorporate it 
in the 
Performance 
Agreements 
going forward. 
2.9 Why has the 
municipality 
not 
developed a 
policy 
framework 
that outlines 
They do not 
understand 
the 
relationship 
Lack of 
capacity 
They do not 
understand 
the 
relationship 
They need to 
be 
capacitated 
on the 
importance 
of the EEA 
Never 
understoo
d or knew 
the 
relationshi
ps 
Had no 
capacity or 
deep 
understandi
ng of these 
relationship
s 
They did not 
know the 
relationship 
It could be 
that the 
municipality 
does not 
understand 
the 
relationship 
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the 
relationship 
between the 
Employment 
Equity Policy 
and such 
other policies 
as the 
Performance 
Management, 
Training and 
Development, 
and 
Succession 
Planning 
which are 
critical for 
successful 
implementati
on of the 
Employment 
Equity Plan?  
between the 
EE Policy and 
other policies. 
What do we They must be Capacitate Capacitate all There is a Workshop Workshop Workshop The 
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need to do 
going 
forward? 
capacitated 
on the 
relationship 
among these 
policies 
them stakeholders need for a 
comprehensi
ve training 
programme 
on EEA and 
other 
legislation 
all the 
stakehold
ers on the 
rationale 
and 
implication
, roles and 
benefits of 
implement
ing the 
EEA 
stakeholder
s on the 
relationship
s and 
implications 
everyone municipality 
needs for a 
competent 
person to run 
a workshop 
on these 
relationships 
2.10 Why has the 
municipality 
filed away the 
Employment 
Equity Plan 
and never 
revisited it?  
 
They have not 
taken it 
seriously or 
paid attention 
to it 
They did not 
know what to 
do with it 
They did not 
know what to 
do with it 
since they 
had not been 
capacitated 
on its 
significance 
The service 
provider who 
developed 
the plan did 
not train 
anyone 
Never 
trained on 
it by the 
service 
provider 
who 
compiled 
the plan 
Dependenc
y on a 
service 
provider 
who after 
being paid 
just left 
They did not 
know what to 
do with it. 
Due to their 
lack of 
capacity they 
probably did 
not know what 
to do with it. 
What do we 
need to do 
going 
 Capacitate 
them 
Review the 
plan and roll 
out 
They must 
be 
capacitated 
The 
researcher 
to 
Enforce the 
implementat
ion of the 
Workshop 
the 
stakeholders 
Workshop the 
stakeholders 
on the 
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forward? implementatio
n 
so that they 
do not 
depend on 
service 
providers for 
everything 
examine 
the plan 
and 
capacitate 
the 
stakehold
ers on its 
implement
ation 
EEA, Policy 
and Plan 
by a 
competent 
and 
knowledgeab
le facilitator 
contents of 
the policy and 
the EEA. 
SECTION 3 
3.1 Do you have 
anything 
further that 
you would 
like to add?  
Employment 
Equity Plan 
must be 
developed 
and executed 
accordingly 
Council and 
the Municipal 
Manager 
must be 
capacitated 
on the role 
they are 
supposed to 
play in terms 
of the EEA. 
Nothing 
further to add 
Nothing 
further to 
add. 
Enforce 
and 
incorporat
e in the 
Managers‟ 
PAs for 
2011/2012
; 
Council to 
render 
non-
implement
Hold the 
designated 
Manager 
and the MM 
accountable 
to Council; 
Incorporate 
EE targets 
in their 
Performanc
e 
Agreements
There is a 
need for 
thorough 
capacitation 
of all the 
stakeholders 
on the 
contents of 
the EEA and 
implications 
for not 
complying 
Put an action 
plan in place 
and 
implement it 
on the EEA; 
Comply with 
all the aspects 
of the EEA; 
Explain the 
implications 
for non-
compliance to 
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ation 
punishabl
e 
; Cause 
non-
compliance 
to be 
punishable; 
If the 
municipality 
is again 
fined for 
non-
compliance 
– surcharge 
and 
discipline 
the 
responsible 
managers 
with its 
provisions. 
Council; 
Include the 
implementatio
n of the EEA 
in the Council 
Agenda; 
Incorporate 
into s57 
Managers‟ 
Performance 
Agreements; 
Appoint an 
IDP/PMS 
Manager; 
Cascade the 
PMS to levels 
lower that the 
s57 
Managers. 
 
 
